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ABSTRACT
T his s tu d y  p r e se n ts  a d e t a i le d  a n a ly s is  o f  th e  com m unication  
p ro cess  as i t  i s  used  a s  a management t o o l  in  th e b u s in e ss  o r g a n iz a ­
t i o n .  The purpose o f  th e  stu d y  i s  to  s t im u la te  a b e t t e r  m an ageria l 
u n d ersta n d in g  o f  the n a tu re  o f  in fo rm a tio n  flow  in  th e  firm  in  order  
th a t  more e f f e c t i v e  u se  o f  com m unication m ight be made in  perform ing
th e  management fu n c t io n s  o f  p la n n in g , o r g a n iz in g , c o n t r o l l in g ,  and
/
m o tiv a t in g . T h is  purpose i s  a ch ie v ed  in  th e  stu d y  through r e sea r ch  
o f  th e  p u b lish ed  f in d in g s  o f  g en era l sem a n tics  and th e  b e h a v io r ia l  
s c ie n c e s  r e l a t in g  to  com m unication . F in d in g s  a p p lic a b le  to  communi­
c a t io n  in  th e  firm  a re  e x tr a c te d  to  su p p ort a co n cep t o f  p u rp o siv e  
b u s in e s s  com m unication w hich i s  p resen ted  in  th e s tu d y .
As d e f in e d  in  th e  s tu d y , com m unication i s  th e  p ro cess  w hich  
l in k s  two or more i n t e l l e c t u a l  e n t i t i e s  and p ro v id es  fo r  th e  t r a n s ­
m is s io n  o f  e x p r e s s io n  betw een them. T h is p ro cess  i s  co n ceived  in  a 
g iv e n  in s ta n c e  to  in v o lv e  four phases'.
1 . th e  in t r o s p e c t iv e  phase o f  th e  se n d e r . .
2 .  th e en cod in g  phase o f  the sen d er .
3 .  the tr a n sm is s io n  phase o f  th e  se n d e r .
4 .  the in fe r e n c e  phase o f  the r e c e iv e r .
M iscom m unica tion  o c c u r s  i n  th e  f i r m  b e c a u se  ea c h  o f  t h e s e  phases
i s  in f lu e n c e d  by c e r t a in  fa c to r s  o f  human and language f r a i l t y .  The 
im p r e c ise n e ss  o f  the E n g lish  language and the i n a b i l i t y  o f  firm  par­
t ic ip a n t s  to  su b o r d in a te  th e ir  p erso n a l in t e r e s t s  to  th o se  o f  the
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o r g a n iz a t io n  a r e  co n sid ered  to  be two o f  th e  most b a s ic  fa c to r s  which  
a cco u n t fo r  m iscom m unication . F u n c t io n a l iz a t io n  o f  th e  firm  i s  a l s o  
co n s id ered  to  b e a b a s ic  f a c t o r  w hich c o n d it io n s  in fo rm a tio n  f lo w .
As a r e s u l t  o f  f u n c t io n a l iz a t io n ,  firm  components become o r ie n te d  p r i ­
m a r ily  to  the o b j e c t iv e s  o f  t h e ir  fu n c t io n s  r a th e r  than  the o v e r a l l  
o b j e c t iv e s  o f  th e  o r g a n iz a t io n .  T h is o r ie n t a t io n  i s  r e f l e c t e d  in  
t h e ir  e f f o r t s  to  send m essages as w e l l  as in  th e ir  r e sp o n se s  to  m es­
sa g e s  r e c e iv e d , th e r e s u l t  b e in g  th a t  in fo rm a tio n  fr e q u e n t ly  d oes not 
s e r v e  the b e s t  in t e r e s t s  o f  th e  d ec is io n -m a k in g  o r g a n iz a t io n a l e n t i t y .
As e s t a b l is h e d  in  th e  s tu d y , th e  prim ary o b j e c t iv e  o f  communica­
t io n  i s  to  p ro v id e  a means fo r  s e t t in g  o r g a n iz a t io n a l o b j e c t iv e s  and 
s t im u la t in g  co n fo rm ity  o f  p a r t ic ip a n t  e f f o r t  toward s e c u r in g  th o s e  
o b j e c t iv e s .  Management i s  the fo r c e  w ith in  th e  firm  w hich u se s  com­
m u n ica tio n  to  s e c u r e  t h i s  prim ary o b j e c t iv e  as th e b a s ic  fu n c t io n s  o f  
p la n n in g , o r g a n iz in g , c o n t r o l l in g ,  and m o tiv a t in g  are  c a r r ie d  o n . 
Through e x e r c is e  o f  a p p ro p r ia te  stand ard s o f  com m unication, such  as 
th o se  provided  in  t h is  s tu d y , management can  m inim ize th e em ergence  
o f  m iscom m unication  p a tte r n s  in  th e firm  and, a c c o r d in g ly , promote 
o r g a n iz a t io n a l b a la n ce  and s t a b i l i t y .  " B a la n ce  and s t a b i l i t y  p r e v a i l  
in  the firm  when o b je c t iv e s  have been s e t ,  s im i l a r i t y  o f  in te n t  on 
th e  p art o f  th e  f ir m 's  p a r t ic ip a n t s  has b een  secu red , and th e needs  
r e s u l t in g  from in terd ep en d en ce  o f  th e  f ir m 's  p a r t ic ip a n t s  are b e in g  
m et.
A c o n c lu s io n  i s  drawn in  the stu d y  th a t  th e  u lt im a te  e f f e c t  o f
p e r f e c t  com m unication in  the firm  would be a p e r f e c t  s t a t e  o f  b a la n ce  
and s t a b i l i t y .  T h is p e r f e c t  s t a t e ,  how ever, r e p r e se n ts  an u n a t ta in ­
a b le  g o a l b eca u se  language im p r e c ise n e ss  and human i n t e l l e c t u a l  f r a i l t y  
ren d er  com m unication l e s s  than  p e r fe c t  in  th e  b u s in e s s  o r g a n iz a t io n .
As a u ser  o f  in fo rm a tio n  in p u t and an o r ig in a to r  o f  in fo rm a tio n  ou tp u t, 
th e  m anager's r e s p o n s i b i l i t y ,  n o n e th e le s s ,  i s  to  u se  th e  com m unication  
t o o l  as e f f e c t i v e l y  as p o s s ib le  to  prom ote r e l a t i v e  o r g a n iz a t io n a l  
b a la n c e  and s t a b i l i t y .
CHAPTER I
THE BASIC PROBLEM OF MANAGERIAL COMMUNICATION AND METHODS FOR
ITS SOLUTION
Communication i s  a p ro cess  w hich  i s  much ta lk e d  about but l i t t l e  
understood  in  th e  b u s in e ss  o r g a n iz a t io n . Management l i t e r a t u r e  is  
r e p le t e  w ith  r e fe r e n c e s  t o  th e im portance o f communication,'*- but r a r e ly  
does the l i t e r a t u r e  c o n c r e te ly  e x p lo r e  th e phenomenon i t s e l f .  The c o n s e ­
quence i s  th a t  p eop le  who se r v e  in  th e  f i e l d  o f  b u s in e ss  management a re  
h ig h ly  c o n sc io u s  o f  a need fo r  e f f e c t i v e  in fo rm a tio n  flow  but fr e q u e n tly  
a re  a t  a lo s s  fo r  co u rses  o f  a c t io n  to  c o r r e c t  f a u l t y  com m unication  
s i t u a t io n s  as th ey  a r i s e .
S o c io l o g i s t s ,  p s y c h o lo g is t s ,  s e m a n t ic i s t s , and o th er  s o c ia l  
s c i e n t i s t s  have long been  p reoccu p ied  w ith  the problem s o f  com m unication. 
The work o f  th e s e  sc h o la r s  in  t h is  a r e a  can be o f  d ir e c t  b e n e f i t  to  
managers o f  in d u s tr ia l  e n t e r p r is e s .  However, much o f the in fo rm a tio n  
p resen ted  by such s c h o la r s ,  in fo rm a tio n  which has d ir e c t  m anageria l 
com m unication a p p l ic a t io n s ,  appears o n ly  in  th e  l i t e r a t u r e  o f  p sy ch o lo g y , 
s o c io lo g y ,  and se m a n tic s . The problem  is  compounded by th e  f a c t  th a t
^C hester I .  Barnard s ta t e d  in  1938 , fo r  exam ple, th a t  "The f i r s t  
e x e c u t iv e  fu n c t io n  i s  to  d ev e lo p  and m ain ta in  a sy stem  o f com m unication .” 
The F u n ctio n s o f  th e  E x e c u tiv e  (Cambridge: Harvard U n iv e r s ity  P ress ,
1 9 3 8 ) , p. 2 26 . A ccording to  C harles E . R e d fie ld , " i t  i s  s a f e  to  say  
th a t  every  r e c e n t  p u b lic a t io n  and le c t u r e  on human r e la t io n s  in  manage­
ment has a s e c t io n ,  a c h a p te r , or a paragraph on com m unication."  
Communication in  Management (C hicago: The U n iv e r s i ty  o f C hicago P re ss ,
1 9 5 3 ) , p . 3 .
1
much o f th e  in fo rm a tio n  i s  en trapped in  v o c a b u la r ie s  n e cessa ry  to  pure 
resea rch  in  p a r t ic u la r  f i e l d s ,  v o c a b u la r ie s  w hich  th e  t y p ic a l  manager 
has n e ith e r  th e  tim e nor th e in c l in a t io n  to  le a r n .
I .  DEFINITION OF THE PROBLEM
T his stu d y  a ttem p ts to  in te g r a te  th e  f in d in g s  o f  c e r ta in  
b e h a v io r ia l and communication s c i e n t i s t s  in to  a u n if ie d  body o f  knowl­
edge about m anagerial com m unication. The f in d in g s  o f th e se  s c i e n t i s t s  
a re  r e l ie d  upon becau se o f th e  c lo s e  r e la t io n s h ip  betw een communication  
and human b eh av ior  and th e  c l o s e l y  r e la te d  need fo  management to  i n f l u ­
en ce human b eh av ior  by means o f  in fo rm a tio n . G en era lly  sp ea k in g , th e r e ­
f o r e ,  th e  b a s ic  problem o f m anagerial com m unication i s  to  f in d  ways and 
means by w hich in fo rm a tio n  can make maximum c o n tr ib u t io n  to  e f f i c i e n c y  
in  th e b u s in e ss  o r g a n iz a tio n .
T h is approach i s  based on a c o n v ic t io n  th a t  th e  in d iv id u a l  
manager who understan d s th e n atu re  o f  the com m unication p ro cess  i s  in  
a p o s it io n  t o  make proper u se  o f  a p p ro p ria te  stand ard s fo r  communicating 
e f f e c t i v e l y  in  th e b u s in e ss  o r g a n iz a tio n . S p e c i f i c a l l y ,  th en , the b a s ic
^Commenting on t h is  problem , C o lin  Cherry s t a t e s :  "One o f  th e
g r e a t  d i f f i c u l t i e s  o f  d is c u s s in g  a su b je c t  th a t  l i e s  in  th e  borderland  
o f  a number o f  w e l l - e s t a b l i s h e d  f i e l d s  o f  stu d y  i s  th e  ch o ic e  o f  la n ­
guage and d e f i n i t i o n s .  I t  may be tru e  th a t co n cep ts  can be v a l id ly  
r e le v a n t  in  d i f f e r e n t  f i e l d s ,  y e t  t h e ir  e x p r e s s io n  in  forms a c c e p ta b le  
to  s tu d en ts  in  th e se  v a r io u s  s p e c i a l t i e s  may not prove e a s y . In  each  
f i e l d  th e r e  may a lrea d y  be s e t s  o f  d e f in i t i o n s ,  and s tu d e n ts  may be 
lo t h  to  change, m odify , or ex ten d  t h e ir  custom ary d e f in i t i o n s ,  framed 
fo r  th e ir  s p e c i f i c  p u rp o ses, t o  s u i t  th e  in t e r e s t  o f  o th e r s ."  C o lin  
C herry, Oq Human Communication (New York: The T echnology P ress  o f
M assach u setts  I n s t i t u t e  o f  T echnology and John M iley  & Sons I n c . ,  
1 9 5 7 ), p .3 .
3problem of m anagerial com m unication, a s  i t  i s  an alyzed  in  t h is  s tu d y , i s  
in h erent in  and d efin ed  by th ree  q u e s tio n s  which have n o t been answered  
s a t i s f a c t o r i l y  in  terms u n d erstan d ab le  in  the b u s in e ss  environm ent:
1 . What i s  communication?
2. What are the s p e c ia l  im p lic a t io n s  o f communication in  th e  
b u s in e s s  o rg a n iz a tio n ?
3 . G iven knowledge o f  the n a tu re  o f com m unication in  the  
b u s in e ss  o r g a n iz a tio n , what can management do to  communicate 
e f f e c t i v e l y ?
Importance o f  th e  Problem
In t h i s  age of e l e c t r o n ic  ra p id  data p ro cess in g  in  th e b u s in e ss  
o r g a n iz a tio n  th e r e  is  a c r i t i c a l  need fo r  a ra p id  flow  o f  r e l ia b le  in f o r ­
m ation among th e  in d iv id u a ls  who make up th e o r g a n iz a tio n . E le c tr o n ic  
d ata  p r o c e ss in g  equipment can prov id e alm ost in sta n ta n eo u s  s o lu t io n s  to  
h ig h ly  com plex b u sin e ss  problem s; but the work o f  such equipm ent, in  
th e  f in a l  a n a ly s i s ,  i s  dependent upon the human fa c to r  in  th e  o rg a n iza ­
t io n  to  communicate q u ic k ly  and c le a r ly  fo r  purposes o f  problem i s o l a ­
t io n  and d e f in i t i o n .  Commenting on th e  fa c t  th a t  e le c t r o n ic  data  
p ro cess in g  equipm ent c o n s t i t u t e s  a " f a n t a s t ic  advancement" o f the
communication p r o cess , Haney s t a t e s  th a t:
Q u a n tity , speed , and coverage, however, are  not th e only  
requ irem ents o f com m unication. I t  i s  a l s o  im p erative  th a t  
we communicate c l e a r ly  and p r e c i s e ly . But, in  c o n tr a s t  to  
the te c h n o lo g ic a l  im provem ents, progress toward g r e a te r  
u n d e r s ta n d a b ilitv  has come much more s lo w ly . I t  i s  s t i l l  
e n t i r e ly  p o s s ib le  fo r  persons t o  f a i l  t o  understand one 
a n o th e r , even though they sp eak  th e 'sam e1 language; fo r  
firm s t o  sn a r l o rd ers  and lo s e  custom er co n fid en ce ; fo r  
n a tio n s  to  break o f f  d ip lo m a tic  r e la t io n s  and even  d ec la re  
wars b ecau se  o f  d is t o r t io n s  in  com m unication.3
^W illiam  V. Haney, Communication P a ttern s and I n c id e n ts .  
(Homewood, I l l i n o i s :  R ichard D. Irw in , I n c . , 1 9 6 0 ;, P* 2 .
The b u s in e s s  o r g a n iz a t io n  c h a r a c te r iz e d  by poor com m unication  
p r a c t ic e s  i s  l i k e l y  to  be an o r g a n iz a t io n  w hich  i s  o p e r a t in g  a t  a su b ­
sta n d a rd  l e v e l  o f  e f f i c i e n c y ,  ev en  though th e  o r g a n iz a t io n  may b o a st  o f  
th e  l a t e s t  in  e l e c t r o n ic  d a ta  p r o c e s s in g  equ ipm ent. C e r ta in ly  e f f i c i e n t  
com m unication  p r a c t ic e s  a r e  ev en  more e s s e n t i a l  in  the b u s in e s s  o r g a n i­
z a t io n  o f  a p p r e c ia b le  s i z e  w hich  d oes n o t have e l e c t r o n ic  o r  o th er  
m ech a n ica l f a c i l i t i e s  fo r  r a p id  p r o c e s s in g  o f  d a ta .
In  a d d it io n  to  i t s  im portance from  th e  s ta n d p o in t  o f  th e  in d i v i ­
d u a l b u s in e s s  f ir m  th e  b a s ic  problem  o f  m an a g er ia l com m unication  i s  
im p ortan t from th e  s ta n d p o in t  o f  th e  n a t io n a l  econom y. T o ta l  n a t io n a l  
econom ic e f f i c i e n c y  l o g i c a l l y  i s  in f lu e n c e d  by th e  e f f i c i e n c y  o f  the  
econom ic e n t i t i e s  th a t  c o n s t i t u t e  th e  economy as a w hole. I n  th e  c o ld  
war y e a r s  p r e v a i l in g  tod ay  th e r e  appears to  be a need fo r  A m erican  
c a p it a l i s m  to  p rove i t s  m e t t le  on th e  in t e r n a t io n a l  s c e n e . T h is  need  
i s  superim posed  on th e  s e l f - e v i d e n t  need fo r  in d iv id u a l f ir m s  to  a c h ie v e  
l e v e l s  o f  e f f i c i e n c y  w hich  w i l l  c o n tr ib u te  to  a h ig h er  sta n d a rd  o f  
l i v i n g  in  th e  U n ite d  S t a t e s .  In  n a t io n a l  i n t e r e s t s ,  t h e r e f o r e ,  i t  
b eh ooves th e  f irm s th a t  make up th e  t o t a l  econom ic p ic tu r e  to  s t r iv e  
fo r  e f f i c i e n c y  in  a l l  a r e a s  o f  p ro d u c tio n  and d i s t r ib u t io n .
E f f e c t i v e  com m unication w ith in  th e  in d iv id u a l firm  i s  a v i t a l  
in g r e d ie n t  o f  e f f i c i e n c y  in  th a t  com m unication i s  a fa c to r  w h ich  
prom otes q u ick  f l e x i b i l i t y  o f  th e  firm  when problem s o f p r o d u c t io n  and 
d i s t r i b u t i o n  m ust be s o lv e d .  In  th e s e  days o f  in t e r n a t io n a l  t e n s io n ,  
t h i s  f l e x i b i l i t y  i s  p a r t ic u la r ly  d e s ir a b le  in  f ir m s  w hich m ig h t be 
s u b j e c t  t o  c o n v e r s io n  t o  p ro d u ctio n  in  th e  in t e r e s t s  o f  n a t io n a l  d e fe n s e .
L im ita t io n s  o f  the. Stodv.
Primary em phasis in  th e  stu d y  i s  p la ce d  on w r i t t e n  m an ageria l 
com m unication in  th e  b u s in e ss  o r g a n iz a t io n . The o ra l com m unication  
p r o c e ss  i s  a n a lyzed  in  th e s tu d y  on ly  a s  such  a n a ly s is  i s  needed to  shed  
l i g h t  on th e  w r it t e n  p r o c e s s . A p r a c t ic a l  r e a so n  fo r  t h i s  l im i t a t io n  o f  
th e s tu d y  i s  th a t  th e  w r i t e r ' s  e x p e r ie n c e  and graduate work in  th e  f i e l d  
has fo r  th e  most p a r t  in v o lv e d  w r it t e n  com m unication. When th e  stu d y  
was u n dertak en , t h e r e fo r e ,  th e  w r it e r  con clud ed  th a t a more d e f i n i t i v e  
work co u ld  be produced i f  r e se a r c h  were co n cen tra ted  in  th e  area  o f  
w r it t e n  com m unication. F u rth er e x te n s io n  o f  th e  stud y  in  an a ttem p t to  
a n a ly z e  th e  o r a l p r o c e ss  would have taken  th e  w r ite r  in t o  th e  u n fa m ilia r  
t e r r i t o r y  o f  th e  p h y s io lo g ic a l  a s p e c ts  o f  o r a l com m unication. T h is  ty p e  
o f a n a l y s i s , . b eca u se  o f  the l im it a t io n s  o f  th e  w r i t e r ' s  background, 
would have been o f  q u e s t io n a b le  v a l i d i t y .
A nother re a so n  fo r  c o n c e n tr a tio n  on w r it t e n  m an ageria l commun­
ic a t io n  i s  th e  w r i t e r ' s  b e l i e f  th a t  some o f  th e  most p e r p le x in g  problem s 
o f  com m unication a r e  gen era ted  by management's need to  r e ly  on th e  
w r it t e n  word. Most management com m unications must be c h a r a c te r iz e d  by 
a h ig h  d eg ree  o f  a c cu ra c y . A consequence o f  t h is  need f o r  accu racy  i s  
r e lu c ta n c e  on the p a rt o f many managers to  communicate im portant m a tters  
o r a l ly  i f  tim e p erm its  the fram ing o f m essages in  c a r e f u l ly  s e le c t e d  
w r it t e n  w ords. A c a se  in  p o in t  i s  th e  c h ie f  e x e c u t iv e  o f  a company who 
"speaks"  from a w r it t e n  m anuscrip t a t  h i s  annual sh a r e h o ld e r s  m eetin g . 
P a r a d o x ic a lly  enough, th e  manager som etim es ob scu res h i s  in ten d ed  
m eanings by s e l e c t i n g  a b s tr a c t  words th a t  a re  fr e q u e n t ly  u sed  in  w r it in g
but seldom  u sed  in  o ra l com m unication. Thus in  such a case  a f u l l  
c i r c l e  m ight be made in  w hich the manager, r e lu c ta n t  to  communicate 
o r a l ly  b ecau se  o f a fe a r  th a t  he w i l l  n ot be u n derstood , secu res  perhaps 
a low er d egree o f u n derstan d in g  because he has r e l i e d  upon th e  w r it te n  
w ord. In  th e  o p in io n  o f  th e  w r ite r ,  t h i s  t y p ic a l  problem  and th e many 
oth er  problem s o f w r it t e n  com m unication m er its  the major a t t e n t io n  of 
th e  stu d y , ev en  to  th e  e x c lu s io n  o f d e t a i l e d  a t t e n t io n  to  problem s of 
o r a l com m unication.
I I .  THE BACKGROUND AND PRESENT STATUS OF MANAGERIAL COMMUNICATION
P o s i t iv e  corp orate  image b u ild in g  probably was not a co n sc io u s  
u n dertak in g  on th e p art o f corp orate  managements on th e  American 
in d u s tr ia l  scen e  a t  th e  tu rn  o f th e  tw e n tie th  cen tu ry . The Sherman 
A ct o f 1890, th e  " tr u s t  b u stin g"  a c t i v i t i e s  o f P r e s id e n t Theodore 
R o o s e v e lt ,  th e  C layton  A ct o f 1914__a l l  o f  th e se  bear testim on y  th a t  
Am erican c a p ita l is m  was under sev ere  t e s t  a t  th a t tim e in  th e p u b lic  
e y e .  Of in t e r e s t  to  t h i s  stud y  i s  the f a c t  th a t th e s e  yea rs  were 
a l s o  marked by e x c e p t io n a l ly  poor com m unication p r a c t ic e s  on the part 
o f  c e r ta i i i  le a d in g  en trep re n e u r s. I t  was a t  about t h i s  tim e, fo r  
exam ple, th a t  Commodore V a n d erb ilt  took  a public-be-dam ned p o in t o f  
v ie w . And i t  was n ot many y ea rs  l a t e r  th a t  Henry Ford pronounced th a t  
th e  p u b lic  cou ld  have any c o lo r  o f car  i t  wanted as lo n g  as th e c o lo r  
was b la ck .
A m erican in d u s tr ia l  h is t o r y  shows th a t:
7. . . A ttem pts by th e  managers o f  b u sin e ss  and in d u str y  
to  communicate w ith  em ployees and th e p u b lic  in  the U n ited  
S ta te s  has. been marked by many d i f f e r e n t  p h a se s . In  
h i s t o r i c a l  p e r s p e c t iv e ,  however, i t  i s  c le a r  th a t in e o tn e s s  
g e n e r a lly  has been th e  trademark o f  the o v e r a l l  e f f o r t
The o r ig in  o f t h i s  in ep tn ess  o f  communication e f f o r t  can be tr a c e d  
perhaps to  the e a r ly  1900*s ,  th e  tim e a t  which th e id ea  of th e  corporate  
annual rep ort to  sh a reh o ld ers  was ca tc h in g  on in  su ch  prominent 
com panies as U n ited  S ta te s  S t e e l  C orporation  and G eneral M otors Cor­
p ora tion .-*  At t h i s  tim e some managements were r e c o g n iz in g  th a t  share­
h o ld e r s  and em ployees had a r ig h t  to  know how t h e ir  b u sin ess  was being  
o p era ted  and th e  degree o f  s u c c e s s  or f a i l u r e  i t  was a c h ie v in g . This 
id e a , however, was in c o n s is t e n t  w ith  w hat appears t o  have b een  a pre­
v a i l i n g  n o tio n  t h a t  managers should be g iv e n  fr e e  r e in  to  o p e r a te  th e ir  
o r g a n iz a tio n s  w ith  a minimum o f  in te r fe r e n c e  from " ou tsid e"  so u r c e s .
K. C. P r a t t ,  an in d iv id u a l who shows great in s ig h t  in t o  th e  
r o le  and tech n iq u es  o f  co rp o ra te  annual r e p o r tin g , comments on th is  
h i s t o r i c a l  problem  thusly*.
Not th a t  managers may not som etim es have p referred  to  
op erate  in  th e  dark w ith o u t any o u ts id e  in te r fe r e n c e .
And many h ave been th e  excu ses over  the y e a r s  fo r  k eep in g  
s to c k h o ld e r s  in  the dark  as much a s  p o s s ib le .  Even to d a y , 
w ith  the annual re p o r t t o  s to ck h o ld ers  a c o n v e n tio n a liz e d  
and s trea m lin e d  b u s in e ss  procedure, some b u s in e ss  manage­
ments s t i l l  seek  avenues o f e sca p e  from d is c lo s u r e  o f  
o p era tin g  methods and r e s u l t s ;  s t i l l  h id e  beh ind  'th e  
m y stic  ja r g o n  o f a c c o u n ta n c y .'6
4C. J .  D over, "An A n a ly s is  o f I n te r p r e ta t iv e  Communication by 
Management." Jou rn a l o f Communication. V III  (Autumn, 1958), 9 9 .
% . C. P r a t t ,  Company Annual R ep orts to  S tock h o ld ers and 
E m ployees, (Second E d itio n ; H am ilton, Ohio: The Champion Paper and
F ib r e  Company, 1 9 5 2 ) ,  p. 9 .
6 I b id .
I t  i s  u n d ersta n d a b le  th a t  co rp o ra te  managements, many o f  w hich  
have b een  n a tu r a lly  in c l in e d  to  be c lo se -m o u th ed , have h i s t o r i c a l l y  
b u n g led  th e ir  e f f o r t s  to  communicate when the f a c t  i s  c o n s id e r e d  th a t  
v ery  l i t t l e  m ean in gfu l and o rg a n ized  a t t e n t io n  was g iv e n  to  th e  
com m unication p r o c e ss  d u rin g  th e  f i r s t  f o r t y  y e a r s  o f  th e  tw e n t ie th  
cen tu ry :
D uring th e  f i r s t  fo u r  d ecad es o f  th e  tw e n t ie th  c e n tu ry  
th e  managers o f  b u s in e s s  and in d u str y  t r i e d  b la ta n t  p r e s s -  
a g e n tr y , c h a r a c te r iz e d  by a ' t e l l  them o n ly  what we want 
them to  know' a t t i t u d e .  I n d iv id u a ls  t r ie d  o c c a s io n a l ly  
an ou tspoken  ' t e l l  them a l l 1 approach, o n ly  to  be hammered 
down--som etiraes by t h e ir  own b u s in e ss  a s s o c ia t e s .  The New 
D eal and th e  1930*s brought p r im a r ily  su lk y  s i l e n c e ,  a 
' t e l l  them n o th in g ' a t t i t u d e - - a t  l e a s t  a f t e r  th e  f i r s t  
p a in fu l o u tc r ie s  about F ra n k lin  R o o s e v e lt 's  a d m in is tr a t io n  
met w ith  l i t t l e  em ployee or g e n e r a l p u b lic  ap p ro v a l.
A c tu a lly ,  problem s o f  com m unication w ith in  th e  o r g a n iz a t io n  have 
b een  g iv e n  sc a n t a t t e n t io n  up to  th e  p r e se n t t im e . But th e r e  a re  
in d ic a t io n s  today o f  aw akening in t e r e s t  in  t h is  a r e a . Up u n t i l  r e c e n t  
y e a r s ,  however, management a u t h o r i t i e s ,  g e n e r a l ly  sp ea k in g , have g iv e n  
o n ly  tok en  acknowledgm ent to  th e  need f o r  e f f e c t i v e  com m unication  
w it h in  th e  c o n f in e s  o f  th e  b u s in e s s  o r g a n iz a t io n . There have been  
e x c e p t io n s ,  o f  c o u r se —H enri F ayo l b e in g  n o ta b le  among th e  e x c e p t io n s .  
For exam ple, F a y o l commented on the need  fo r  c r o s s - c o n ta c t s  ( c r o s s ­
com m unications) w ith in  th e  o r g a n iz a tio n :
?Dover, l o c . c i t .
The h ie r a r c h ic  channel i s  th e  road w hich  a l l  commun­
ic a t io n s  le a v in g  or a d d resse d  to  th e  supreme a u th o r ity  
f o l lo w  in  p a s s in g  through  a l l  th e  ranks o f  th e  h ie r a r c h y .
The need fo r  t h i s  channel a r i s e s  b oth  from th e  need  fo r  
s a f e  tr a n sm iss io n  and from  u n ity  o f  command but i t  i s  
n o t  alw ays th e  q u ic k e s t  ch an n el, and in  very  b ig  e n t e r ­
p r i s e s ,  th e  S t a t e  in  p a r t ic u la r ,  i t  i s  som etim es 
d is a s t r o u s ly  lo n g . A s, how ever, th e r e  are  many 
o p e r a tio n s  w hose su c c e s s  depends on ra p id  e x e c u t io n , we 
m ust f in d  a means o f  r e c o n c i l in g  r e s p e c t  fo r  th e  
h ie r a r c h ic  channel w ith  th e  need f o r  q u ick  a c t io n .®
In  p o in t in g  up t h i s  problem o f  o r g a n iz a t io n a l com m unication, F ayo l was
much more s p e c i f i c  in  h is  r e fe r e n c e s  than  a r e  many o f  to d a y 's  management
a u t h o r i t i e s .
A g la n c e  throu gh  some o f  th e  standard  management p r in c ip le s  
tex tb o o k s o f  the p a s t  10 yea rs  r e v e a ls  a cu r io u s  s i t u a t io n  about some 
a u t h o r i t a t iv e  v iew s o f  th e com m unication p r o c e s s .  Many o f  th e s e  works 
a p p a ren tly  view  th e  com m unication problem a s  b e in g  e s s e n t i a l l y  a problem  
o f  p erso n n e l a d m in is tr a t io n , r e l a t i n g  somehow to  th e  management 
fu n c t io n s  o f  d ir e c t in g  and c o n t r o l l in g .  F re q u en tly  th e s e  t e x t s  make 
p a ss in g  r e fe r e n c e  to  com m unication as b e in g  a v i t a l  e lem en t in  th e  
o r g a n iz a t io n  b ecau se o f  the need  fo r  em ployees to  be d ir e c te d  and 
inform ed by management and fo r  management to  be inform ed by th e  e m p lo y ee s . 
Some management p r in c ip le s  t e x t s ,  fo r  exam ple, r e f e r  to  " ch ann els o f  
s u p e r v is io n  and communication" a s  though com m unication w ere o n ly  a 
v e r t i c a l  phenomenon w ith in  th e  o r g a n iz a tio n :
®Henri F a y o l, figsSE?! &Q& EfrBaggfflgRfci (New York:
Pitman P u b lish in g  C orp oration , 1 9 4 9 ) , p .28 .
The o r g a n iz a tio n  p la n  sh ou ld  p ro v id e  d e f i n i t e  ch an n els  
o f  s u p e r v is io n  and com m unication. S u p e r v is io n  and com­
m u n ica tion  a r e  in t e r r e la t e d ;  s u p e r v is io n  in d ic a te s  d ir e c ­
t io n ,  and d ir e c t io n  r e q u ir e s  com m unication. S in c e  . . . 
th e  c o n tr o l o f  th e  w hole o r g a n iz a t io n  i s  cen tered  in  top  
management, i t  i s  e s s e n t i a l  th a t  th e  ch an n els o f  
com m unication sh ou ld  a lw ays be kept open  fo r  th e  f lo w  o f  
in fo rm a tio n , in s t r u c t io n s ,  d ir e c t io n s ,  and ord ers from  
above and fo r  th e  flow  o f  r e p o r t s ,  comments, and su g g e s ­
t io n s  from below .®
T erry  tr e a te d  com m unication in  a s im i la r  manner in  1953 when he  
p o s tu la te d  h i s  P r in c ip le  o f  Communication:
A l l  members o f  an e n t e r p r is e  w ish  to  be k ep t inform ed;
i t  i s  th e r e s p o n s i b i l i t y  o f  the manager to  r e c e iv e  and to
answ er em ployee q u e s tio n s  in  an u n d ersta n d a b le  manner and 
to  l e t  h is  group know what QlsJ i s  t r y in g  to  be accom­
p l is h e d ,  how, w here, and w h y .1*'
Perhaps th e  g r e a t e s t  r e c e n t  p ro g ress  toward s o lu t io n  o f  commun­
ic a t io n  problem s in  th e  b u s in e ss  o r g a n iz a t io n  has occu rred  in  th e
booming f i e l d  o f  human r e l a t io n s .  A u th o r i t ie s  in  t h is  f i e l d  are  today
g iv in g  g r e a te r  and g r e a te r  r e c o g n it io n  to  th e  v i t a l  need fo r  commun­
ic a t io n  throughout th e  o r g a n iz a t io n , not j u s t  as a means o f  k eep in g  
em ployees d ir e c te d  and inform ed.
A h e a lth y  a t t r ib u t e  o f  some la t e  work in  human r e la t io n s  i s  
p o in ted  r e c o g n it io n  o f  the f a c t  th a t  com m unication i s  n o t n e c e s s a r i ly  
l im it e d  to  a flow  o f  in fo rm a tio n  from  management to  em ployee to  manage 
m ent. K e ith  D a v is , f o r  exam ple, r e c o g n iz e s  a d i s t i n c t  a rea  o f  commun­
ic a t io n  w hich  he c a l l s  "management com m unication:"
9R ichard N. Owens, Mapqgemeqt °£  I n d u s tr ie !  ,5nt<?IPrAg.gg 
(Chicago: R ichard D. Irw in , I n c . ,  195177 p . 17 5 .
lOGeorge R. T e r r y , P r in c ip le s  o f Management (Homewood, I l l i n o i s :  
R ichard  D. Irw in , I n c . ,  1 9 5 3 ), p . 481 .
Sometimes th e r e  is  a ten d en cy  to  s a y , 'L e t 's  improve 
em ployee com m unication; management can take care  o f  
i t s e l f . '  The r e s u l t  i s  t h a t  the com pany's e n t ir e  com­
m u n ica tio n  e f f o r t  i s  d ir e c te d  toward em ployee communi­
c a t io n ;  y e t  th e r e  are r e a so n s  why management com m unication  
d e se r v e s  equal em phasis.
S t i l l  o th er  in ro a d s  a g a in s t  com m unication problem s are  b ein g  
made by th e  com m unication t h e o r is t s  who appear to  be becom ing in c r e a s ­
in g ly  in t e r e s t e d  in  th e  b u sin e ss  o r g a n iz a t io n . Communication th eo ry  o f  
p a r t ic u la r  in t e r e s t  t o  th e  b u s in e ss  world tod ay  appears to  l o g i c a l l y  
f a l l  in to  tw o broad s c h o o ls  o f th o u g h t. On th e  one hand th e r e  i s  th e
m ath em atica l theory o f  such  a u t h o r i t ie s  as Warren Weaver and Claude
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Shannon. On the o th e r  hand th e r e  i s  th e  sem a n tica l th eo ry  o f  such  
a u t h o r i t ie s  as S tu a rt Chase and S . I .  Hayakawa. A most a c t iv e  r e p r e se n ­
t a t iv e  o f  th e  l a t t e r  s c h o o l ,  S tu a r t  Chase i s  ta k in g  p a r t ic u la r  i n t e r e s t  
in  the com m unication problem s o f  th e  b u s in e ss  o r g a n i z a t i o n . ^
At t h i s  s ta g e  o f  p rogress i n  the management f i e l d  i t  appears 
r ea so n a b le  t o  p r e d ic t  th a t  management p eop le  o f  the im m ediate fu tu r e  
w i l l  le a n  ev en  more a t t e n t iv e  e a r s  toward com m unications s c i e n t i s t s  in  
e f f o r t s  to  d is c o v e r  th e  "why's" and "how's" o f  com m unication. The door  
o f  to d a y 's  b u s in e ss  w orld  i s  open t o  a t to r n e y s ,  m ath em atic ians, and th e
H -K eith  D a v is , Human R e la t io n s  in  B u s in e ss  (Hew York: McGraw-
H i l l  Book C o ., I n c . ,  1 9 5 7 ) , p. 2 5 0 .
^ C o m p r e h e n s i v e  treatm ent o f  m athem atical com m unication th eo ry  
i s  g iven  in  Shannon and W eaver's The M athem atical Theory o f  Communica­
t io n  (Urbana: U n iv e r s ity  o f I l l i n o i s  P r e ss , 1 9 4 9 ) .
1 ^
S e e ,  fo r  exam ple, C hase's " E xecu tive  Communications: B reak ing  
th e  Sem antic B a r r ie r ,"  Management R eview . XLVI (A p r il, 1 9 5 7 ), 59.
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b e h a v i o r i a l  s c i e n t i s t s  fo r  c o n s u l t i n g  i n  t h e i r  s p e c i a l t i e s .* - ^  T h ere
is  no r e a s o n  to  b e l i e v e  t h a t  t h e  com m unication  s c i e n t i s t s  w i l l  be  d en ied
a c c e s s  t o  t h i s  same d o o r .
What c o n tr ib u t io n s , th e n ,“w i l l  th e se  communication s c i e n t i s t s  
make to  th e  b u sin e ss  o r g a n iz a tio n ?  W ill th ey  broaden the' h o r izo n s  o f  
th e ir  work to  ga in  a g rea ter  u n d erstan d in g  o f  the "dynamics o f  commun­
ic a t io n  in  work relations?"-*-”’ The answers to  th e se  q u estio n s  are  y e t  to  
be r e v e a le d . Today, as was th e  ca se  as fa r  back as 1954,
. . . Much o f  the in c r e a s in g  stu d y  o f  com m unication
in  in d u stry  r e s o lv e s  i t s e l f  in to  f in d in g  means o f  b r in g in g
t o  bear or u t i l i z i n g  what i s  a lrea d y  known about communica­
t i o n .  Most o f  the l i t e r a t u r e  on com m unication in  in d u stry  
r e f l e c t s  t h i s  in t e r e s t ;  i t  i s  ‘how t o 1 l i t e r a t u r e ,  t e l l i n g  
p eo p le  what t o  do to  communicate more e f f e c t i v e l y  . . . .
I t  i s  d e s ir a b le ,  o f  c o u r s e , that managers understand how to  use  
th e tech n iq u es  w hich are n e c e s sa r y  for c le a r  and e f f e c t i v e  communica­
t io n  in  th e  b u s in e ss  o r g a n iz a t io n . But th e r e  i s  reason  to  b e l i e v e  a t  
the p r e se n t  time th a t  there i s  a more p r e s s in g  need fo r  management to  
secu re an u n derstan d in g  o f j u s t  what the com m unication p ro cess  i s .
W ith s u c h  an  u n d e r s t a n d in g ,  management can  r e g a r d  com m unica tion  
t e c h n iq u e s  as s o m e th in g  more t h a n  a b s t r a c t  r u l e s  w h ich  may o r  may n o t  
g e t  r e s u l t s  when th e y  a r e  a p p l i e d ,
^^"T ap p in g  New Sources o f  K now ledge,"  H arvard  B u s in e s s  R eview . 
XXXIV (M a rc h -A p r i l ,  1957), 14 7 .
*--*Thomas R. N i ls e n ,  "R esearch Problems in  Communication in  
In d u str y ,"  Journal o f  Communication. IV ( F a l l ,  1 9 5 4 ), 98 .
16 I b i d .
I I I .  RESEARCH METHODS USED IN THE STUDY 
I t  i s  n e c e s s a r y  in  t h i s  s tu d y  to  e x p lo r e  f i e l d s  o f  know ledge  
n o t n e c e s s a r i ly  a ttu n e d  t o  th e  s p e c i f i c  n eed s o f  th e  b u s in e s s  organ­
i z a t i o n .  For th e  most p a r t ,  t h i s  e x p lo r a t io n  ta k es  th e  form o f  
b ib l io g r a p h ic a l  r e s e a r c h .
B ib l io g r a p h ic a l  r e se a r c h  i s  based  on a c a r e f u l ly  c o n s id e r e d  and 
e s t a b l i s h e d  p o in t  o f v iew  on th e  p a r t  o f  th e  w r i t e r .  T h is p o in t  o f  v iew  
i s  th a t  v a r io u s  r e la t e d  b u t n o t u n i f i e d  d i s c i p l i n e s  a r e  prepared  to  
y i e l d  f in d in g s  o f  com m unication r e se a r c h  th a t, can be assem bled  in  la y  
term s t o  s t r i p  some o f th e  m ystery  from th e  com m unication p r o c e ss  in  th e  
b u s in e s s  o r g a n iz a t io n .
In  h is  b r i l l i a n t  work On Human Com m unication. C o lin  C herry1  ^
a ttem p ted  to  u n i f y  f in d in g s  o f  v a r io u s  d i s c i p l i n e s  r e l a t in g  to  commun­
i c a t i o n .  Cherry p o in ted  ou t th a t:
. . .  A t th e tim e o f  w r i t in g ,  th e  v a r io u s  a s p e c t s  o f  
com m unication , a s  th ey  a r e  s tu d ie d  under d i f f e r e n t  
d i s c i p l i n e s ,  by no means form  a u n i f ie d  s tu d y ; th e r e  
i s  a common ground w hich  shows prom ise o f  f e r t i l i t y ,  
n o th in g  m ore.18
Cherry d id  su cceed  in  b r in g in g  c e r t a in  u n ity  to  th e  s tu d y  o f  
com m unication . But i t  sh o u ld  be n o ted  th a t  he was n o t concerned  w ith  
th e  a p p l ic a t io n  o f  com m unication r e se a r c h  f in d in g s  to  th e  b u s in e s s  
o r g a n iz a t io n  a s  su ch .
1?Cherry Is  th e  Henry Mark P ease  Reader in  T elecom m u n ication , 
Im p e r ia l C o lle g e ,  U n iv e r s i t y  o f  London.
l ^ C h e r r y ,  op. c i t . . p . 2 .
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B ib l io g r a p h ic a l  r e se a r c h  fo r  th is  s tu d y  ( e s p e c ia l ly  fo r  C hapters  
I I  and I I I )  ta k es an approach s im ila r  in  some r e sp e c ts  t o  th a t  tak en  by 
C herry. However, r e se a r c h  m ethodology fo r  th e  study i s  v a s t ly  d i f f e r e n t  
in  o th er  r e s p e c t s .  Whereas Cherry was " . . .  seek in g  t o  e x tr a c t  from  
th e  v a r io u s  s c ie n c e s  . . .  in  su ch  a way as t o  show th e  h i s t o r i c a l  
developm ent and growth o f  £Eh j|7  s u b je c t ,"  t h i s  study s e e k s  to  e x t r a c t  
s p e c i f i c  f in d in g s  o f  com m unication resea rch  w h ich  have a p p l ic a t io n  t o  
th e  s p e c ia l  needs o f  th e  b u s in e s s  o r g a n iz a t io n .
I t  i s  th e  w r i t e r ' s  b e l i e f  th a t one o f  th e  most u r g e n t needs o f  
management today i s  to  g a in  a f u l l  u n d ersta n d in g  o f th e  a p p lie d  a s p e c t s  
o f  com m unication. T h is  f u l l  u n derstan d in g  i s  n o t a ch ie v ed  when a g iv e n  
manager d em on strates h i s  a b i l i t y  to  w r ite  c l e a r ,  fo r c e fu l  prose in  
b u s in e ss  com m unication m edia. The manager d o e s  reach a f u l l  under­
s ta n d in g  o f  com m unication, how ever, when he u n d erstan d s whv c e r ta in  
th in g s  sh ou ld  be done c e r t a in  ways to  a c h ie v e  c le a r  com m unication w h ich  
w i l l  evoke a d e s ir e d  resp o n se  on th e  part o f  r ea d er s .
Throughout th e  s tu d y , th e r e fo r e ,  the w r i t e r  p u rsues an o b j e c t iv e  
o f  s i f t i n g  the f in d in g s  o f  com m unication t h e o r i s t s  and b e h a v io r ia l  
s c i e n t i s t s  fo r  know ledge th a t  can  be a p p lied  t o  an u n d ersta n d in g  o f  why 
com m unication a c ts  and r e a c t s  as i t  does in  th e  b u sin e ss  o r g a n iz a t io n .  
For exam ple, r e se a r c h  o f  th e com m unication redundancy co n cep t r e s u l t s  in  
a c o n c lu s io n  on th e  p a r t o f  th e  w r ite r  th a t th e  ty p ic a l  manager would  
care l i t t l e  about th e  shades o f  d if f e r e n c e  b etw een  sem a n tic  and 
s y n t a c t i c  redundancy. A t th e  same tim e, h ow ever, the w r i t e r  r e c o g n iz e s
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th a t w ith  gen era l knowledge about what s y n ta c t ic  and sem an tic  redundancy 
a r e , th e  ty p ic a l  manager i s  b e t t e r  prepared to  understand the d if f e r e n c e s  
betw een w r it in g  c h a r a c te r iz e d  by b r e v ity  and w r it in g  c h a r a c te r iz e d  by 
c o n c is e n e s s .  Thus in  t h i s  g iv e n  in s ta n c e  o f  a n a ly s is  ( s e e  Chapter IV fo r  
the com plete treatm ent o f  redundancy) the o b je c t iv e  o f  the stud y  i s  to  
e s ta b l  .jh  the whv which supports a lo n g -s ta n d in g , g e n e r a lly  known 
p r in c ip le  o f w r it te n  com m unication, th e  P r in c ip le  o f  C o n c isen ess . S im ila r  
o b je c t iv e s  are pursued throughout the s tu d y .
IV . PREVIEW OF ORGANIZATION
The n ext ch ap ter  o f  th e  t h e s i s ,  Chapter I I ,  un dertak es a compre­
h e n s iv e  d e f in i t i o n  o f com m unication which i s  drawn c a r e f u l ly  from  
d e f in i t io n s  advocated  by v a r io u s  a u t h o r i t i e s .  Chapter I I  r e v e a ls  th a t  
th ere  i s  g r e a t v a r ia t io n  in  th e  d e f in i t i o n s  o f  com m unication w hich have 
been proposed by a u t h o r it ie s  from tim e to  tim e . The d e f in i t i o n  o f  
com m unication co n ceived  and p resen ted  by t h i s  w r ite r  in  Chapter I I  i s  
s ta te d  in  terms which should  be m eaningfu l to  th o se  in  th e b u s in e ss  
o r g a n iz a tio n  who are  concerned w ith  ca rr y in g  out com m unication fu n c t io n s .
A major p art o f  Chapter I I ,  fo llo w in g  th e  e s ta b lish m e n t o f a m eaningfu l 
d e f in i t i o n ,  i s  d ed ica ted  to  an a n a ly s is  o f  th e  communication p ro cess  
through i t s  v a r io u s  p h ases, in c lu d in g  en co d in g , tr a n sm iss io n , and 
d eco d in g . Chapter I I  a ls o  g iv e s  coverage in  depth to  c e r ta in  fa c to r s  
w hich c o n d it io n  com m unication. T hese fa c to r s  in c lu d e  p e r c e p tiv e  in co n ­
s i s t e n c y ,  language im p r e c is io n , sem an tic  ord er , and o th e r s .
C hapter I I I  e x p lo r e s  in  c o n s id e r a b le  d e t a i l  th e  most c r i t i c a l
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fa c t o r  w h ich  c o n d it io n s  com m unication  in  th e  b u s in e ss  o r g a n iz a t io n ,  th e  
s o - c a l l e d  en v iro n m en ta l f a c t o r .  The en v iron m en ta l f a c t o r  p ro v id es  th e  
most m ean in g fu l c lu e s  t o  th e s p e c i f i c  needs o f  com m unication in  th e  
b u s in e s s  o r g a n iz a t io n .  Thus t h i s  fa c to r  i s  g iv e n  c h a p ter  em p h asis, w ith  
a s i g n i f i c a n t  p o r t io n  o f  th e  c h a p te r  d e a lin g  w ith  th e  im pact o f  th e  
b u s in e s s  o r g a n iz a t io n  on th e in d iv id u a l  and h i s  com m unication e f f o r t s  
and n e e d s .
In  C hapter IV th e  f in d in g s  o f  Chapters I I  and I I I  a r e  brought 
to g e th e r  to  su p p ort a body o f  sta n d a rd s  f o r  e f f e c t i v e  w r i t t e n  m a n ageria l 
com m unication . T h ese s ta n d a rd s a r e  r e la t e d  g e n e r a l ly  t o  te c h n iq u e s  f o r  
o r g a n iz in g  and w r it in g  m essages in  a n t ic i p a t i o n  o f  a d e s ir e d  r e a c t io n  on 
th e  p a r t  o f  r e a d e r s  in  th e b u s in e s s  o r g a n iz a t io n .  The sta n d a rd s p ro ­
posed  in  some c a s e s  con firm  sta n d a r d s  o f com m unication th a t  are  a lr e a d y  
w e l l  known. In  c e r t a in  in s ta n c e s  th e  v a l i d i t y  o f  c u r r e n t ly  a cce p te d  
s ta n d a rd s  can be q u e s tio n e d  in  th e  l i g h t  o f  f in d in g s  o f  th e  s tu d y . In  
o th e r  in s ta n c e s  new stan d ard s a r e  proposed and su p p orted  by f in d in g s  o f  
th e  s tu d y . In  e s s e n c e ,  t h e r e f o r e ,  Chapter IV c o n s t i t u t e s  a body o f  
com m unication  s ta n d a rd s  w hich can  gu id e  th e  manager as h e  a ttem p ts  t o  
d e a l w ith  com m unication problem s p e c u lia r  to  th e  b u s in e s s  o r g a n iz a t io n .
C hapter IV a l s o  a n a ly z e s  th e  com m unication p a t te r n s  and in c id e n t s  
w hich a r i s e  as th e  b a s ic  management fu n c t io n s  o f  p la n n in g , o r g a n iz in g ,  
c o n t r o l l in g ,  and a c tu a t in g  are c a r r ie d  on. Each o f th e s e  fu n c t io n s  i s  
c o n s id e r e d  from th e  s ta n d p o in t  o f  com m unication  needs and prob lem s. As 
such n eed s and problem s are r e v e a le d ,  the com m unication stan d ard s a re  
c i t e d  and a p p lie d .  The ca se  fo r  Chapter IV r e s t s  on th e  g e n e r a l ly
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a cce p te d  idea  th a t  b u s in e ss  management can be e x p la in e d  as a fu n c t io n a l  
p r o cess  o f  p lan n in g , o r g a n iz in g , c o n t r o l l in g ,  and m o tiv a tin g  th e  com­
ponents o f th e  o r g a n iz a t io n . W ith in  th e  v iew  o f t h is  s tu d e n t , i t  
l o g i c a l l y  fo llo w s  th a t  management's problem s o f  com m unicating d ev e lo p  
and must be so lv e d  as th e se  b a s ic  fu n c t io n s  are c a r r ie d  on.
F in a l ly ,  C hapter V s e t s  fo r th  b r i e f l y  th e most s ig n i f i c a n t  
c o n c lu s io n s  of th e  stu d y  and summarizes th e most b a s ic  o f the. s tu d y 's  
f in d in g s .  Chapter V i s  d es ig n ed  p r im a r ily  to  g iv e  a q u ick  but compre­
h e n s iv e  rev iew  o f th e  n atu re  o f  com m unication in  th e  b u s in e ss  organ ­
iz a t io n  and how com m unication can make maximum c o n tr ib u t io n  to  
o r g a n iz a t io n a l e f f i c i e n c y .
CHAPTER I I
THE NATURE OF COMMUNICATION IN THE BUSINESS' ORGANIZATION
The a n a ly s is  p resen ted  in  th is  ch a p ter  i s  d e s ig n e d  to  make 
com m unication more m eaningfu l to  p eo p le  who must d e a l w ith  and u s e  the  
p r o c e ss  in  th e  b u s in e ss  o r g a n iz a t io n . The f i r s t  s t e p  toward a cco m p lish ­
ment o f  t h is  o b j e c t iv e  i s  one o f  d e f in in g  com m unication in  term s which  
are a s  c le a r  as th e  somewhat im p rec ise  E n g lish  lan gu age p erm its . The 
d e f i n i t i o n  proposed  in  t h i s  ch ap ter ta k es  v a r io u s  e s t a b l is h e d  d e f i n i ­
t io n s  in to  c o n s id e r a t io n , b u t i t  i s  n o t c o n s t itu te d  o f  a v e r b a l con­
g lo m era tio n  o f th e  s e v e r a l d e f in i t i o n s  c o n s id e r e d . To th e  c o n tr a r y ,  
th e  d e f i n i t i o n  proposed s e e k s  to  shed new l i g h t  on com m unication in  the  
b u s in e s s  o r g a n iz a t io n  r a th e r  than  r e fo c u s  o ld  l i g h t .
As d is c u s s e d  in  t h i s  ch a p ter , com m unication in  a g iv e n  in s ta n c e  
o f in fo rm a tio n  tr a n s fe r  i s  a p ro cess  ( c o n s is t in g  as i t  does o f  s e v e r a l  
p h ases) ra th e r  than  a u n i la t e r a l  a c t  o f  s ig n a l  e m is s io n . T h e r e fo r e , 
p art o f  th e  ch a p ter  i s  concerned  n e c e s s a r i ly  w ith  an a n a ly s is  o f  th e  
p h ases o f  th e  com m unication p r o c e s s —p h ases which range from th e  in tr o ­
s p e c t iv e  phase ex p er ien ced  by th e  communicator to  th e  in fe r e n c e  phase  
ex p er ien ced  by th e  com m unicatee.
A n a ly s is  o f  th e se  p h ases r e v e a ls  th a t  each  i s  c o n d it io n e d  by 
c e r t a in  fa c to r s  which a f f e c t  th e  com m unication r e la t io n s h ip  e x i s t i n g  
betw een  th e communicator and th e  com m unicatee. B ecau se th e  im pact o f  
th e s e  c o n d it io n in g  fa c to r s  fr e q u e n t ly  d eterm in es w hether or n o t
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com m unication o c c u r s -  as a n t ic ip a te d  by th e  com m unicator, c o n s id e r a b le  
a t t e n t io n  i s  g iv e n  to  th e  fa c to r s  in  th e  pages o f  t h i s  ch a p ter .
I .  COMMUNICATION DEFINED 
L ike a l l  a b s tr a c t  w ords, com m unication assum es d i f f e r e n t  meanings 
and shades o f  meaning in  d i f f e r e n t  c o n t e x t s . M eanings fo r  th e  word can 
by pyramided to  such an e x te n t  th a t i t  would be fo o lh a rd y  fo r  anyone to  
p rop ose a meaning fo r  u n iv e r s a l  a cce p ta n ce  in  a l l  s i t u a t io n s .  Thus th e  
d e f i n i t i o n  sou gh t fo r  purposes o f th e  p r esen t stu d y  i s  one w hich w i l l  be 
a p p ro p r ia te  fo r  e x p la in in g  and u n d erstan d in g  com m unication in  th e  
b u s in e s s  o r g a n iz a t io n .
A Survey o f  D e f in it io n s
The f a c t  th a t  com m unication i s  an ex trem ely  d i f f i c u l t  word to  
d e f in e  has n ot d e te r r e d  c e r t a in  p eop le  from making c o n s c ie n t io u s  e f f o r t s  
t o  do s o . The v a r io u s  d e f in i t i o n s  o f  th e  word proposed r e v e a l th e  
v a g a r ie s  and in c o n s is t e n c ie s  which s e m a n t ic is t s  such as th e  l a t e  A lfr e d  
K orzyb sk i n orm ally  e x p e c t .  T hese d e f in i t i o n  shortcom ings a r i s e  b eca u se , 
as p o in ted  out by K orzyb sk i, a w o rd --in  t h i s  ca se  th e  word com m unication  
- - d o e s  not embody th e  b a s ic  assum ptions o f  th e  in d iv id u a l u s in g  th e  
w o r d .l Then, t o o ,  words a r e  used to  d e f in e  the word com m unication w ith
^A lfred  K orzyb sk i, ficiS-P-fift .Slid. 5SH4£X: £ £  S°IT
A r i s t o t e l i a n  System s £gd G eneral S em a n tics . (T hird  E d it io n ;  L a k e v i l le ,  
C o n n ecticu t: The I n te r n a t io n a l  N o n -A r is to te l ia n  L ib rary  P u b lish in g
Company, 1 9 4 8 ), p . 441 .
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the r e s u l t  that th e a b s tr a c t io n  fo g  becomes d en ser . In s p i t e  o f th ese  
o b s ta c le s  to  d e f in i t i o n ,  there i s  today a t  l e a s t  a range o f  m eanings fo r  
the w ord. E x p lo ra tio n  o f th is  range o f  meanings h e lp s  make p o s s ib le  th e  
p o s tu la t io n  of a m eaning which i s  ap p ro p ria te  fo r  th e  b u sin e ss  o rg a n iza ­
t io n .
Communication as idea  tr a n s m is s io n . The sw eeping d e f in i t i o n ,  
"Communication i s  id ea  tr a n sm iss io n  from one person t o  another . . . "  
i s  p rob ab ly  th e m ost fr e q u e n tly  heard d e f in i t i o n  o f  th e  word in  the  
b u s in e ss  environm ent. Onefs f i r s t  r e a c t io n  might be th a t t h is  d e f i n i ­
t io n  sh o u ld  be d ism isse d  q u ick ly  w ith  a n o ta t io n  th a t  i t  assumes the  
e x is t e n c e  o f  a t  l e a s t  two human e n t i t i e s  in  com m unication, a s i t u a t io n  
which d oes not alw ays e x i s t  in  a g iv e n  in s ta n c e .^  For exam ple, the 
in fa n t  c h i ld  who makes h is  f i r s t  co n ta c t w ith  a hot s to v e  comes to  
g r ip s  w ith  the communication p r o c e s s . He touches a h o t s to v e ;  he 
f e e l s  p a in ; he a s s o c ia t e s  pain w ith  a hot s to v e .  R easoning from a 
symbol ( t h e  s t o v e ) ,  he co n ce iv es  the id ea  th a t  a h ot s to v e  ca u ses  p a in .
^For exam ple, such a b s tr a c t  e x p r e ss io n s  as s t im u l i , p e r c e p t io n , 
and organ ism  are fr e q u e n t ly  ust . in  d e f in i t io n s  o f com m unication. A 
c o n c i ie  d e f in i t i o n  w hich r e l i e s  upon th e se  e x p r e ss io n s  has l i t t l e  
com m unicative va lu e  in  and o f i t s e l f  w ith o u t a su p p ortin g  d is c u s s io n  o f  
what th e  e x p r e ss io n s  u sed  mean.
3
A con trary  p o in t  o f view  i s  ex p ressed  in  th e s ta tem en t, "One 
th in g , how ever, i s  a lw ays true o f  a l l  forms o f com m unication— i t  may 
take p la c e  on ly  betw een  p eo p le . M achines, equipm ent, and o th er  m a ter ia l 
th in g s  may be means o f  com m unicating, but o n ly  human b e in g s sen d , 
r e c e iv e ,  and make u se  o f  com m unication." Raymond W. P e te r s ,  Communi­
c a t io n  W ith in  In d u stry  (New York: Harper A B r o s .,  1 9 5 0 ) , p. x i i i .
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He, n o t th e  s to v e ,  co n ce iv ed  th e  id e a . Nor d id  th e  s to v e  tra n sm it p a in  
as such  to  th e  c h i ld .  But th e  f a c t  rem ains th a t  an id ea  was born  o f a 
c o n ta c t  or com m unication betw een  an i n t e l l e c t u a l  e n t i t y  and a non­
i n t e l l e c t u a l  e n t i t y .  In  h is  fu tu r e  b eh a v io r  th e  c h i ld ,  then  th e  man, 
w i l l  s e e  a h o t s to v e  as a symbol o f p a in  when i t  i s  tou ch ed . Id ea s are  
born in  a s im ila r  manner when an a r c h e o lo g is t  comes in t o  c o n ta c t  w ith  
an a r t i f a c t ,  when a highway t r a v e le r  o b serv es  a h o le  in  the road ahead, 
or when a shop forem an o b serv es  o i l y  w aste  on th e  shop f lo o r .
In  s p i t e  o f  i t s  b a s ic  sh o rtco m in g s, th e  d e f in i t i o n  under 
c r i t i c i s m  i s  n o t e n t i r e l y  w ith o u t  m erit b ecau se  much human e f f o r t  i s  
d e d ic a te d  to  id ea  tr a n sm iss io n ;  and th e  d e f i n i t i o n  em phasizes th e  r o le  
com m unication p la y s  in  t h i s  s o c ia l  b eh a v io r  o f  man. Even w ith  t h i s  
m e r it ,  how ever, th e  d e f i n i t i o n  s u f f e r s  th e  d e f e c t  o f  em p h asizin g  a s te p  
o f  com m unication r a th e r  than what th e  p ro cess  a c t u a l ly  G iven  the
more t y p ic a l  in s ta n c e  in  w hich two human e n t i t i e s  (a s  opposed to  th e  
exam ples j u s t  n o ted ) are  l in k e d  in  a com m unication netw ork, c e r t a in  
th in g s  happen which a re  ignored  by th e  d e f in i t i o n .  For exam ple, th e  
d e f i n i t i o n  f a i l s  to  a llo w  fo r  id ea  c o n c e p tio n  on th e  p art o f  th e  human 
b e in g  i n i t i a t i n g  th e  m essage as such an id ea  r e la t e s  s p e c i f i c a l l y  to  
th e  heed to .com m un icate . L o g ic a l ly ,  w ith in  th e  area  o f  th e  human 
com m unication p r o c e s s , id ea  c o n cep tio n  sh ou ld  precede id ea  tr a n sm is s io n .  
An id ea  i s  a product o f  m ental r e f l e c t i o n  on th e  p art o f  th e communi­
c a to r ,  th e  purpose o f  such  r e f l e c t i o n  b e in g  one o f  g iv in g  th e  id ea  some 
sem blance o f  ord er to  make i t  u n d ersta n d a b le  to  th e  r e c e iv e r .  T h is  
p r e tr a n sm is s io n  phase o f  com m unication m ight be c a l le d  th e in tr a p e r so n a l
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or in t r o s p e c t iv e  p h ase.^
To h o ld  sim p ly  th a t  "com m unication i s  id e a  tra n sm iss io n "  i s  t o  
ig n o r e  s t i l l  an o th er  v i t a l  phase o f th e  p rocess w hich  fo l lo w s  tr a n s ­
m is s io n .  T h is phase assum es th e  e x i s t e n c e  o f a r e c e iv e r  and assumes 
fu r th e r  th a t  th e r e  w i l l  be in fe r e n c e s  drawn by him  from th a t  which i s  
tr a n s m it te d . The in fe r e n c e s  may or may n ot p r e c ip i t a t e  a resp o n se  
d e s ir e d  by th e  sen d er . And, s im i la r ly ,  th e  sen d er  must fa c e  th e  con­
t in g e n c y  th a t  th e  id ea  h e  tra n sm itted  w i l l  d i f f e r  v a s t ly  from  th e  id ea  
r e c e iv e d  by th e  com m unicates. In th e  l a t t e r  c a s e ,  a m iscom m unication  
p a t t e r n  em erges, a p a tte r n  w hich Haney c a l l s  " b y -p a ss in g :"
B y-p a s s in g  . . .  i s  the name fo r  th e m iscom m unication  
p a tte r n  w hich occu rs when th e  sen d er  (sp e a k e r , w r it e r ,  
e t c . )  and th e  r e c e iv e r  ( l i s t e n e r ,  rea d er , e t c . )  m iss  
each o th e r  w ith  t h e i r  m eanings.^
I t  i s  notew orthy t h a t  b y -p a ss in g  occurs when communicator and 
com m unicatee sen d  and r e c e iv e  th e same words but in te r p r e t  them  
d i f f e r e n t l y .^  Thus th e  f a c t  i s  in e sc a p a b le  (and supported  by common- 
s e n s e  o b se r v a t io n )  th a t much com m unication d i f f i c u l t y  can be tra ced  to  
th e  f a c t  th a t a sen d er can tran sm it one id ea  to  a r e c e iv e r  o n ly  to  have  
a n o th er  id ea  r e c e iv e d .  F or t h is  and th e  o th er rea so n s  n o te d , to  hold  
th a t  com m unication i s  s im p ly  id ea  tr a n sm iss io n  betw een  p eo p le  i s  to  
v a s t l y  o v e r s im p lify  the d e f i n i t i o n  o f  th e  word.
^See d is c u s s io n  o f  t h i s  phase o f  com m unication on page 30 o f  
th e s tu d y .
^Haney, oj). c i t . . p . 4 2 .
6 I b id . .  p . 43 .
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Communication a s  resp o n se  s t im u la t io n .  Many p u b lish e d  d e f i n i ­
t io n s  o f  com m unication posed  fo r  th e  needs o f  th e  b u s in e ss  o r g a n iz a tio n  
p la c e  em phasis not on th e  sender and idea  tr a n sm is s io n  b u t on the  
r e c e iv e r  and h is  r e sp o n se  to  the m essage . F or exam ple, in  h i s  rec en t  
work M errihue s t a t e s  th a t
The a u th o r 's  con cep t o f  com m unication as i t  sh o u ld  
be p r a c t ic e d  in  b u s in e ss  u s u a l ly  encom passes the  
com p lete  c y c le  w hich s ta r te d  w ith  th e  b a b y 's  b e h a v io r .
In  t h i s  c o n te x t ,  com m unication may perhaps b e s t  be  
d e f in e d  as 'an y  i n i t i a t e d  b eh av ior  on th e  part o f  th e  
sen d er  which con veys th e  d e s ir e d  m eaning to  the  
r e c e iv e r  and c a u se s  the d e s ir e d  re sp o n se  behavior  
from th e  r e c e iv e r
Brennan d e s c r ib e s  th e  b u s in e s s  com m unication p r o c e ss  as one in  which
.  .  o Some w r i t e r ,  sp ea k er , s ig n a le r ,  e t c .
(com m unicator) w antin g  to  g e t  some ta s k  accom p lished  
(p u rp ose'). r e q u ir in g  th e  tr a n sm iss io n  o f  in fo rm a tio n  
( id e a ) ,  sp e a k s , w r i t e s ,  s i g n a l s ,  e t c .  ( e x p r e s s io n ) f 
d ir e c t in g  t h i s  id e a  over a p p ro p r ia te  tr a n sm iss io n  
l i n e s  (c h a n n e lin g ) to  some em ployee, p o t e n t ia l  
cu stom er, e t c .  ( r e c e iv e r )  who does th e  work o rd ered , 
p u rch ases th e  goods o f f e r e d ,  e t c .  (r e sp o n se )
D e f in i t io n s  such  as th e se  s t ip u la t e  th a t  resp on se on th e  p art o f  
th e  r e c e iv e r  must conform  to  th a t  w hich i s  a n t ic ip a te d  by- -the sender fo r  
com m unication to  e x i s t .  Such d e f in i t i o n s  appear to  m in im ize th e  e v e r ­
p r e s e n t  co n tin g en cy  th a t  th e  com m unicatee, in  a g iv en  in s ta n c e  in  w hich  
a m essage i s  r e c e iv e d , w i l l  respond w ith  a b e h a v io r  p a tte r n  q u ite
^ M illia rd  V. M errihue, Managing by Communication (New York: 
McGraw-Hill Book Company, I n c . ,  1 9 6 0 ) ,  p . 1 6 .
®Lawrence D. Brennan, B u s in e ss  Communication (P a te r so n , New 
J e r se y : L i t t l e f i e l d ,  Adams & C o ., 1 9 6 0 ), p . 2 .
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d i f f e r e n t  from th a t  a n t ic ip a t e d  by th e  com m unicator. These d e f i n i t i o n s  
a t  l e a s t  im ply th a t  when r e sp o n se  d i f f e r s  from th a t  a n t ic ip a te d  by the
s e n d e r , no com m unication h as o ccu rred . Such, o f  c o u r s e , cannot be th e
c a s e .  Communication has occu rred  to  th e  e x te n t  t h a t  a m essage has been  
en co d ed , tr a n s m it te d , r e c e iv e d ,  and (th ou gh  e r r o n e o u s ly )  d ecod ed .
D e f in i t io n s  such a s  th o se  o f  M errihue and Brennan a ttem p t to  in c o r ­
p o r a te  th e  e f f e c t  o f  com m unication in t o  a d e f i n i t i o n  o f  th e  word i t s e l f .
In  t h i s  c o n n e c t io n , one p s y c h o lo g is t  ta k e s  th e  ex trem e p o s i t io n  th a t  fo r  
p u rp o ses  o f  d e f i n i t i o n  connnunication e f f e c t s  sh o u ld  be d isr e g a r d e d  and 
th a t  em phasis sh ou ld  be g iv e n  to  "m essage e m is s io n ."  He s t a t e s
Communication o c c u r s  when a m essage i s . e m it t e d - -  
r e g a r d le s s  o f i t s  r e c e p t io n  . . . .  The im portance o f
our d e f i n i t i o n  i s  th a t  i t  k eep s th e  e f f e c t  o f  commun­
ic a t io n  se p a r a te  from  th e  d e f i n i t i o n  o f  com m unication .
Thus we can  speak o f  com m unication and 'g o o d 1 or 
' s u c c e s s f u l 1 com m unication .^
T h is p o in t  o f v iew  has m erit t o  th e  e x te n t  th a t  com m unication  
can b e d e f in e d  a s  a u n i l a t e r a l  a c t  in v o lv in g  o n ly  a com m unicator. In  
c e r t a in  in s ta n c e s  the p r o c e s s  may be c o n s id e r e d  a s  a u n i la t e r a l  a c t , ^  
but th e s e  in s ta n c e s  are  u n d ou b ted ly  r a r e  in  th e b u s in e s s  o r g a n iz a t io n .
^Harry A . G race, " C o n fid en ce , Redundancy, and th e  Purpose o f  
C om m unication," Jou rn a l o f  Com m unication. VI (S p r in g , 1 9 5 6 ), 1 7 .
l^The a u th o r  under c r i t i c i s m  c i t e s  such an in s ta n c e  in  th e  ca se  
o f  " b u r ied  w orks o f  a r t  su ch  th a t  no a u d ien ce  r e c e iv e d  them d u r in g  th e  
a r t i s t ' s  l i f e t i m e ."  In  t h i s  ca se  i t  co u ld  not be h e ld  l o g i c a l l y  th a t  
th e  a r t i s t  d id  n o t  com m unicate—a t l e a s t  w ith in  th e  c o n f in e s  o f  h is  own 
i n t e n t .  The com m unication  was u n i la t e r a l  t o  th e  e x t e n t  th a t  th e  a r t i s t  
d id  n o t  have in  mind s p e c i f i c ,  a r t -a p p r e c ia t in g  com m unicatees. S in g in g  
in  th e  bath tu b  m ight be c o n s id e r e d , s im i l a r ly ,  u n i la t e r a l  com m unication .
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B u s in e s s  com m unication  i s  a lm o st w ith o u t e x c e p t io n  p u r p o s iv e  i n  n a tu r e ;  
th a t  i s ,  m essages a r e  e m itte d  fo r  s p e c i f i c  p u r p o se s , u s u a l ly  fo r  i n f l u ­
e n c in g  in d iv id u a l  a n d /o r  a g g r e g a te  b e h a v io r  in  th e  o r g a n iz a t io n .  Even 
th e  C hristm as card  s e n t  out by th e  h u m a n -re la tio n s  c o n s c io u s  o f f i c e  
m anager has a d u a l purpose (1 )  t o  e x p r e ss  th e  s e a s o n 's  g r e e t in g s ,  w h ile  
(2 )  "hum anizing" th e  r e la t io n s h ip  o f  th e  company to  th e  em ployee i n  th e  
i n t e r e s t s  o f  im proving em ployee s a t i s f a c t i o n  and e f f i c i e n c y  in  th e  
o r g a n iz a t i o n .^
A c o n c lu s io n  i s  drawn f o r  p u rp oses o f  t h i s  s tu d y  th a t  th e  
d e f i n i t i o n  o f  com m unication  w h ich  w i l l  be m ost m ean in g fu l in  th e  
b u s in e s s  o r g a n iz a t io n  sh ou ld  ta k e  in t o  c o n s id e r a t io n  i t s  p u r p o s iv e  
n a tu re  in  Che f ir m . S in c e  th e  purpose o f  b u s in e s s  com m unication  i s  
g e n e r a l ly  r e sp o n se  s t im u la t io n ,  th e  d e f i n i t i o n  sh o u ld  h o ld  i t  to  b e a 
b i l a t e r a l  p r o c e ss  ( in v o lv in g  a sen d er  and r e c e iv e r )  r a th e r  th a n  a 
u n i l a t e r a l  a c t  in v o lv in g  o n ly  a com m unicator. A t th e  same t im e , how ever, 
an a c c e p ta b le  d e f i n i t i o n  must a llo w  fo r  th e  c o n tin g e n c y  t h a t  r e c e iv e r  
r e sp o n se  to  a g iv e n  m essage d oes n o t need  to  conform  t o  th e  b e h a v io r  
p a t te r n  a n t ic ip a t e d  by th e  sen d er  i f  com m unication  i s  t o  o c c u r . Though 
f a u l t y  (o r  u n s u c c e s s f u l ) ,  a g iv e n  in s ta n c e  o f  com m unication  i s  consum­
mated when in fe r e n c e s  a re  drawn by th e  com m unicatee a s  o r  a f t e r  th e  
m essage  i s  r e c e iv e d  and* r e sp o n se  s t im u la te d  a c c o r d in g ly .
Com m unication as a two-wav p r o c e s s . The p o s i t i o n  i s  ta k en  h ere
•'■-'-Throughout th e  s tu d y , em phasis i s  c o n c e n tr a te d  on th e  p u rp o siv e  
n a tu r e  o f  com m unication  as i t  o ccu rs  in  th e  b u s in e s s  o r g a n iz a t io n .
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th a t  a s p e c i f i c  in s t a n c e  o f  com m unication i s  consummated when r e c e iv e r  
in f e r e n c e s  have b een  made and re sp o n se  s t im u la te d  to  m a n ife s t  th e  
in f e r e n c e s .  At f i r s t  g la n c e ,  t h i s  p o s i t i o n  i s  somewhat in c o n s is t e n t  
w ith  t h e  o f t - c i t e d  e x p r e s s io n ,  "Communication i s  a two-way p r o c e s s . "12 
Management l i t e r a t u r e  f r e q u e n t ly  adm onishes th e  r e a d e r  to  reg a r d  com­
m u n ic a tio n  as a tw o-w ay p r o c e s s ,  th e im p lic a t io n  b e in g  th a t  th e  em ployee  
sh o u ld  b e a llo w e d  to  speak h i s  mind to  h i s  s u p e r io r s .
Much more th an  a p la t i t u d e  i s  in v o lv e d  in  th e  two-way a s p e c t  o f  
in fo r m a tio n  f lo w . A c tu a lly  com m unication i s  o f  a two-way n a tu re  when 
manager i s  com m unicating w ith  manager and when su b o r d in a te  i s  commun­
i c a t i n g  w ith  s u b o r d in a te . H owever, th e  e x p r e s s io n  two-way d o es  n o t  
s u f f i c e  to  e x p la in  j u s t  what p r e c i p i t a t e s  a c o n t in u in g  in fo r m a tio n  
flow  b etw een  i n t e l l e c t u a l  e n t i t i e s .  A b e t t e r  e x p r e s s io n  to  e x p la in  
t h is  phenomenon i s  feed b a ck .
F e e d b a c k ^  m a y  tak e  th e  form o f  w r it t e n  or  spoken  w ords; i t  may 
take th e  form o f  a v is u a l  s ig n a l  such  a s  a n e g a t iv e  shake o f  th e  
r e c e i v e r ' s  head; o r  i t  may ta k e  th e  form o f  t o t a l  s i l e n c e  on th e  p a r t  o f  
th e  m essage r e c e i v e r .  In  th e  l a t t e r  in s ta n c e  th e r e  i s  feed b a ck  to  th e  
e x t e n t  th a t  th e  i n i t i a l  se n d e r  draws in fe r e n c e s  ab ou t th e  s i l e n c e  o f
l^ xhe Owens and T erry  comments on com m unication  c i t e d  on page 10 
o f  th e  stu d y  g iv e  g r e a t em phasis t o  th e  two-way a s p e c t  o f  com m unication . 
As a fo o tn o te  t o  h i s  d e f i n i t i o n  o f  com m unication  ( c i t e d  on page 23 o f  
th e  s t u d y ) ,  M errihue s t a t e s ,  "Communication i s  a two-way p r o c e s s  and th e  
sen d er  may be e i t h e r  th e  manager or  a su b o r d in a te ."
^ A c t u a l ly  feed b ack  i s  an e n g in e e r in g  c o n cep t w hich  was d ev e lo p ed  
in  th e  area  o f  c y b e r n e t ic s  t o  e x p la in  in fo r m a tio n  f lo w  from such  
m ach in es as e l e c t r o n i c  com p u ters .
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th e r e c e iv e r  ( e . g . ,  th e  r e c e iv e r  does or does n o t u nderstand  th e  
m essage s e n t ,  or has or has n ot m is in te r p r e te d  th e  m e ssa g e ) .
The feed b ack  phenomenon c o n s id ered , com m unication m ight be 
v i s u a l i z e d  as b e in g  c ir c u la r  in  n a tu r e . The i n i t i a l  sen d er  em its  a 
m essage w hich i s  r e c e iv e d  and s t im u la te s  a resp o n se  on th e  p art o f  th e  
r e c e iv e r .  T his resp o n se  i s  or r e s u l t s  in  a b eh a v io r  p a tte r n  on th e  p a rt  
of th e  r e c e iv e r  w hich  " t e l l s ” th e  i n i t i a l  sen d er  what he must n ex t  
communicate in  ord er  to  se c u r e  a fu r th e r  d e s ir e d  r e sp o n se . Feedback in  
t h i s  in s ta n c e ,  o f  c o u rse , i s  a p art o f th e  b eh a v io r  p a tte r n . And f e e d ­
back i s  th a t  p art o f  th e  com m unication en co u n ter  w hich ca u ses  th e  c y c le  
to  be s e t  in  m otion  a g a in  and a g a i n . ^
Communication a s  a l in k in g  m echanism . C e r ta in ly  th e  most g e n e r a l 
o f a l l  d e f in i t i o n s  o f  com m unication i s  C h erry 's  "Communication i s  th a t  
w hich l in k s  any organism  t o g e t h e r . ^  v i s u a l i z e d  by C herry, an organism  
can be sim p ly  two fr ie n d s  h o ld in g  a p erso n a l c o n v e r sa t io n  or a d a i ly
14-The p o in t o f  v iew  cou ld  perhaps be tak en  th a t feed b ack , reg a rd ­
l e s s  o f  th e  form i t  ta k e s , p r e c ip i t a t e s  a new in s ta n c e  o f com m unication  
each tim e i t  o c c u r s . W ith in  t h i s  v iew , com m unication would not n e c e s s a r i ly  
be a c i r c u la r  p r o c e s s .  Feedback would be th e  phenomenon w hich would  
tran sform  an i n i t i a l  communicatee in t o  a communicator in  th e  n ex t in f o r ­
m ation t r a n s f e r .  Feedback, th en , would be a phase l in k in g  two in s ta n c e s  
o f  com m unication . The m erit o f  t h i s  p o in t o f  v iew  i s  conceded; how ever, 
i t  ap p ears to  c a s t  an u n n ecessa ry  p a l l  o f  co m p lex ity  over an u n d erstan d in g  
o f com m unication, an u n d ersta n d in g  w hich can be more d i r e c t ly  reached  
through a c o n s id e r a t io n  o f  com m unication as a c i r c u la r  p r o c e s s .
1-*E. C o lin  C herry, "The Communication o f  In fo rm a tio n ,"  Amivrlrpp 
S c i e n t i s t . XL (O ctob er , 1 9 5 2 ), 6 40 .
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newspaper and i t s  r e a d e r s . By th e  same to k en , a b u s in e ss  o r g a n iz a t io n  
can be regarded  as an organism  w hich i s  l in k e d  ( in d eed , owes i t s  
e x is t e n c e  to )  com m unication. U n q u estion ab ly  a c e s s a t io n  o f  communica­
t io n  among i t s  components would r e s u l t  in  th e  b reak in g  up o f  th e  
b u s in e ss  organ ism .
C h erry 's  d e f i n i t i o n ,  o f  c o u r se , i s  n o t d es ig n ed  to  p rov id e  
in s ig h t  in to  th e  s p e c i f i c s  o f  in fo rm a tio n  f lo w  in  th e  b u s in e s s  o r g a n i­
z a t io n .  T h is  d e f i n i t i o n  d o es , how ever, p o in t  to  th e  need fo r  a 
d e f i n i t i o n  in  g e n e r a l term s w hich w i l l  em phasize th e  dependence o f  th e  
firm  on com m unication. T his g e n e r a l d e f i n i t i o n  m ight be posed in  th e s e  
words: Communication i s  th a t  w hich l in k s  th e  components o f  a b u s in e s s
o r g a n iz a tio n  in to  an organism  d e d ic a te d  to  p u rsu in g  p r e sc r ib e d  o r g a n i­
z a t io n a l  o b j e c t iv e s .  In h eren t in  t h i s  g en era l d e f i n i t i o n  i s  th e  
c o n d it io n  th a t  i f  com m unication t o t a l l y  breaks down or does not e x i s t ,  
th e o r g a n iz a t io n  does not e x i s t . ^  In h eren t a l s o  i s  th e  f a c t  th a t
com m unication i s  th e  p ro cess  w hich u n i f i e s  o r g a n iz a t io n a l com ponents in
1 7th e p u r s u it  o f  o r g a n iz a t io n a l o b j e c t iv e s .
A Proposed Definit_ion_Qf...Comm u n ication
The c r i t i c a l  dependence o f  th e  b u s in e ss  o r g a n iz a t io n  on commun­
ic a t io n  makes im p era tiv e  th e  need fo r  a d e f i n i t i o n  w hich w i l l  a id
^ O b se r v in g  th a t  b u s in e ss  JLg. com m unication, Lawrence D. Brennan  
s t a t e s ,  "U nderly ing every  o r g a n iz a t io n  of-m en i s  a b a s ic  com m unication  
system  w hich g iv e s  th a t  o r g a n iz a t io n  e x i s t e n c e ."  Brennan, 2IL- filL* > P- 3 .
■^This o b se r v a tio n  i s  ex p lo r ed  in  fu r th e r  d e t a i l  in  Chapter I I I  
o f th e  s tu d y .
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management in  a n a ly z in g  th e fa c to r s  and fo r c e s  w hich c o n s t i t u t e  and
in f lu e n c e  th e  flow  o f  in fo rm a tio n . T h is need i s  b e s t  met by p ro v id in g
a d e f in i t i o n  which h o ld s communication to  be a p ro cess  th a t moves through
1 0
phases when in t e l l e c t u a l  e n t i t i e s  are  lin k e d  fo r  purposes o f  tr a n s ­
m it t in g  in fo rm a tio n . Communication can in  fa c t  be regarded as a
d i v i s i b l e  p ro cess , each phase o f  which i s  su b je c t  to  c o n s id e r a t io n  when 
com m unication problems a r i s e .  T h is p r o c e ss  does n o t n e c e s s a r i ly  occur in  
a r ig id  order o f  s t e p s .  For a n a ly t ic a l  p u rposes, how ever, a l o g i c a l
order fo r  th e phases can be assum ed.
For purposes o f  t h is  s tu d y , communication i s  d e fin ed  as the  
p ro cess  which l in k s  £wo o£  more i n t e l l e c t u a l  e n t i t i e s  ajad p ro v id es  j&£ 
£h£ fcrftnsffliag.iqn °JL e x p r e s s io n  betw een £h&q. I t  i s  subm itted  th a t  a 
g iv e n  in s ta n c e  o f p u rp osive  com m unication between two or more i n t e l ­
l e c t u a l  b e in gs in  a b u sin e ss  o r g a n iz a tio n  in v o lv e s  fo u r  phases:
(1) th e  in t r o s p e c t iv e ^  phase ex p er ien ced  by the communicator; (2 ) the  
phase in  which the communicator encodes th e  p u rp osive  m essage; (3 ) the
phase in  which th e communicator tr a n sm its  th e  m essage; and (4 ) th e
^®In the in t e r e s t  o f  p ro v id in g  a m eaningful and u s e fu l  d e f in i t i o n ,  
no n o te  i s  taken o f  communication betw een n o n - in t e l le c t u a l  and i n t e l l e c ­
tu a l e n t i t i e s  as e n v is io n e d  by th e d is c u s s io n  on pages 20 and 21 o f the  
t h e s i s .
19Though i t  i s  an awkward word, in t r o s p e c t iv e  appears to  be the  
most d e s c r ip t iv e  a d j e c t iv e  to  app ly  to  th e  I n i t i a l  com m unication phase 
ex p er ien ced  by the communicator when he i s  s t im u la te d  t o  communicate.
As u sed  h e r e , th e word c a r r ie s  i t s  d e n o ta t iv e  meaning o f " in sp e c t in g  or 
lo o k in g  w ith in "  on th e  p art o f  th e  communicator.
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in fe r e n c e  phase ex p erien ced  by th e com m unicatee,
The com m unicator's in t r o s p e c t iv e  p h a se . The in tr o s p e c t iv e  phase 
i s  s e t  in  m otion  by th e s e n d e r 's  resp o n se  to  a s tim u lu s  w hich r e s u l t s  in  
h is  co n cep tio n  o f  a need to  tra n sm it an e x p r e s s io n . The in tr o s p e c t iv e  
phase a ls o  in v o lv e s  h is  d e r iv a t io n  o f a purpose fo r  an in c id e n t  o f  com­
m u n ica tio n . In  a d d it io n , th e  phase in v o lv e s  an in tr o s p e c t iv e  co n s id era ­
t io n  o f  th e  purpose by th e sen d er  to  th e  end th a t th e  purpose i s  g iv en  
th e  d im en sion s n ecessa ry  fo r  a com m unication p a tte r n  to  e x i s t  between
two or more in t e l l e c t u a l  e n t i t i e s . 2° Thus i t  i s  in  th e in tr o s p e c t iv e
phase th a t  th e  communication p r o c e ss , as i t  occurs in  the b u s in e ss  
o r g a n iz a tio n , assumes i t s  p u rp osive  n a tu re . L o g ic a l ly ,  th ere  i s  reason  
to  b e l ie v e  th a t  many in s ta n c e s  o f  m iscom m unication in  th e b u s in e ss  
o r g a n iz a t io n  can be traced  to  human f r a i l t i e s  o f  th in k in g  and observa­
t io n  w hich are  rev e a led  in  th e  in tr o s p e c t iv e  p h ase . Some o f th ese  
f r a i l t i e s  are  d isc u sse d  a t  a l a t e r  p o in t in  t h is  ch a p ter .
The cotim innicator's en cod in g  o f  th e  p u rp osive  m essage. In  the  
en cod in g  phase o f  th e com m unication p r o c e s s , th e  sen d er puts h is  
m essage in to  a u ra l or v is u a l  symbols which presum ably are common in
2®For exam ple, an o f f i c e  manager ob serves an employee ta lk in g  on
th e  te le p h o n e  and ta k in g  p e n c i l  n o te s  on a p ie c e  o f  company le tte r h e a d
bond paper ( th e  o j j ic g . manager r e c o g n iz e s  a need to  tran sm it an  
e x p r e s s io n ') . He d ec id es  th a t  n o te ta k in g  on company le t t e r h e a d  paper i s  
a w a s te fu l p r a c t ic e  and th a t  som ething shou ld  be done about such w aste  
(d e r iv a t io n  o£ a purpose jio£  afl in c id e n t  o£  communication) . He fu rth er  
d e c id e s  th a t  r a th e r  than c h a s t i s e  the one em ployee he w i l l  p u b lish  a 
g e n e r a l memorandum fo r  a l l  o f f i c e  em ployees on th e  su b je c t  o f  w aste  
r e d u c t io n  (c o n s id e r a t io n  o£ £jie purpose M. 1L r e la t e s  £ 0  a g.on^ i^ga- 
£ lo n  pat.Epyn £ o  bg. cre a ted ) .
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meaning to  th e  sender and th e  r e c e iv e r .
U ndoubtedly e r r o r s  made by the communicator in  th e  encod ing  
phase c o n tr ib u te  to  j u s t  as many i f  n o t more p a tte r n s  o f  miscommunica­
t io n  as does human f r a i l t y  in  the in t r o s p e c t iv e  p h a se . As la t e r  
d is c u s s io n  in  th e s tu d y  r e v e a ls ,  fo r  exam ple, th e  en cod in g  phase i s  th e  
s te p  in  a g iv e n  in s ta n c e  o f  com m unication in  w hich th e  sender fa c e s  th e  
danger o f  s e l e c t in g  word sym bols w hich w i l l  n o t be m eaningfu l t o  the  
r e c e iv e r ,  th e  e f f e c t  b e in g  e i th e r  no b eh av ior  change or erroneous  
b eh av ior  change.
The com m unicator’ s tr a n sm iss io n  o f  the p u rp o siv e  m essage. The 
tr a n sm iss io n  phase in v o lv e s ,  f i r s t ,  a s e l e c t io n  o f  th e  tra n sm iss io n  
channel or medium and, secon d , th e  r e le a s e  o f  the m essage to  th e  r e c e iv e r  
v ia  a u ra l or v is u a l  s i g n a l s .  The sen d er  may in  th e  b u s in e ss  o rg a n iza ­
t io n  u se  any o f  the c o n v en tio n a l tr a n sm iss io n  m ed ia . These media 
in c lu d e  th e  te le p h o n e , th e  te le g r a p h , th e  intracom pany m ail system , th e  
p u b lic  ad d ress sy stem , or sim ply  f a c e - t o - f a c e  c o n v e r s a t io n . As la t e r  
a n a ly s is  in  th e stu d y  r e v e a ls ,  the tr a n sm iss io n  phase i s  s u b je c t  to  
in f lu e n c e  from the n o is e  fa c to r  r e g a r d le s s  o f  th e  tr a n sm iss io n  medium 
u sed .
The com m unicatee's in fe r e n c e  o f  th e  p u rp o siv e  m essage.  The 
in fe r e n c e  phase i s  c h a r a c te r iz e d  by th e  r e c e iv e r ’ s d ecod in g  o f  the  
p u rp osive  m essage as a b a s is  fo r  b eh a v io r  change (a  c o n s id e r a t io n  o f  
needed resp o n se  to  th e  m essage b ecau se o f  in fe r e n c e s  draw n).
M oreover, th e  phase in v o lv e s  the com m unicatee’ s feed b ack — t r a n s la t io n
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o f  th e  m essage in to  an o v e r t  o r  t a c i t  r e s p o n s e .^
I I .  SOME MAJOR FACTORS CONDITIONING COMMUNICATION 
IN THE BUSINESS ORGANIZATION 
Each o f  th e  p h a se s  o f  p u rp o siv e  b u s in e s s  com m unication i s  s u b je c t  
to  in f lu e n c e  from c e r t a in  human and lan gu age f a c t o r s .  The a n a ly s is  o f  
th e  f a c t o r s  p r e se n te d  h ere  i s  d e s ig n e d  to  p ro v id e  a background fo r  an 
u n d e rsta n d in g  o f th e  r o le  o f  com m unication in  th e  b u s in e s s  o r g a n iz a t io n .  
The a n a ly s i s ,  m oreover, i s  in ten d ed  to  p ro v id e  a fo u n d a tio n  f o r  th e  
sta n d a rd s  o f  m an ageria l com m unication  w hich  a r e  p r e se n te d  in  C hapter IV 
o f  th e  th e s  i s .
Dig. I n tr o s p e c t iv e  Phase
The in t r o s p e c t iv e  phase o f  com m unication g iv e s  r i s e  to  numerous 
problem s in  th e  b u s in e s s  o r g a n iz a t io n ,  m ost o f  w hich  can be tr a c e d  .'to 
human sh o rtco m in g s .
^ T h e  o f f i c e  em ployee who had c u s to m a r ily  u sed  le t t e r h e a d  bond 
fo r  n o te ta k in g  m ight s to p  su ch  p r a c t ic e  on r e c e iv in g  th e  o f f i c e  
m anager's memorandum about w a ste  r e d u c t io n . But on th e  o th e r  hand i t  
sh o u ld  be r e c o g n iz e d  th a t  th e  em ployee m ight c o n tin u e  w a st in g  l e t t e r ­
head  bond w h ile  sh a rp en in g  h i s  p e n c i l s  t o  s h o r te r  le n g th s  and 
c o n se r v in g  on paper c l i p s .  In  such  a c a se  th e  em p lo y ee 's  r e sp o n se  
(feed b a ck ) would b r in g  to  l i g h t  a f la w  in  th e  com m unication in c id e n t .  
T h is  fla w  m ight be tr a c e d  to  any one o f  th e  fo u r  p h ases o f  commun­
ic a t i o n .  F or exam ple, th e  o f f i c e  manager in  th e  in t r o s p e c t iv e  phase  
m ight have assumed no need to  m en tion  s p e c i f i c  exam ples o f  w a ste  (su ch  
a s  u s in g  company le t t e r h e a d  fo r  n o t e t a k in g ) . Or perhaps in  th e  
en co d in g  phase he e n jo in e d  o f f i c e  em ployees t o  " ta k e  n o te s  on s u i t a b le  
m a te r ia l su ch  as s u lp h i t e  p a p er ,"  an e x p r e s s io n  n o t p r o p e r ly  t r a n s ­
la t e d  by th e  em ployee under c o n s id e r a t io n  b eca u se  he d id  n o t know what 
s u lp h i t e  paper w a s .
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Some o f  th e s e  sh ortcom in gs are  p h y s ic a l  or m ental in  n a tu re  and 
can be q u ic k ly  co n s id ered  b ecau se  o f  t h e ir  ob v iou s e f f e c t  on an in d i v i ­
d u a l 's  a b i l i t y  to  fu n c t io n  p ro p er ly  in  th e  in t r o s p e c t iv e  p h ase . Under 
c e r t a in  c ir c u m sta n c e s , fo r  exam ple, a b lin d  p erso n  cou ld  n o t c o n c e iv e  a 
need to  tra n sm it an e x p r e s s io n  b ecau se he cou ld  n o t respond to  a v i s u a l  
s t i m u l u s .^  S im ila r ly ,  a moron m ight n o t have th e  m ental c a p a c ity  to  
d e r iv e  a purpose fo r  an in c id e n t  o f  com m unication . And, f i n a l l y ,  a 
d ea f mute m ight n o t  be a b le  to  r e la t e  an in s ta n c e  o f  com m unication to  
th e  com m unication p a tte r n  w hich  would in v o lv e  th e  proper medium o f  
tr a n s m is s io n  and th e  proper com m unicatee. In  th e  p resen ce  o f  such  
human f r a i l t i e s ,  th e  i n a b i l i t y  o f  c e r t a in  th in k in g  e n t i t i e s  to  fu n c t io n  
in  th e  in t r o s p e c t iv e  phase o f  com m unication i s  r e a d i ly  u n d e rsta n d a b le .
L ess  u n d e rsta n d a b le , how ever, i s  th e  i n a b i l i t y  o f  p eop le  to  
fu n c t io n  p ro p er ly  in  t h i s  phase o f  com m unication where no such m ental 
or p h y s ic a l  in f i r m i t i e s  e x i s t .  The human f r a i l t i e s  o f  "normal” 
p eo p le  u n dou b ted ly  account f o r  the v a s t  m a jo r ity  o f  p a tte r n s  o f  rais- 
com m unication in  th e  b u s in e ss  o r g a n iz a t io n  w hich o r ig in a te  in  th e  
in t r o s p e c t iv e  p h a se .
The com m unicator's in c o n s is te n c y  o f  p e r c e p t io n . I t  i s  r e a l i s t i c  
to  h o ld  th a t  the o r ig in  o f a g iv e n  in s ta n c e  o f  p u rp osive  com m unication  
can be tra ce d  to  th e  s e n d e r 's  r e a c t io n  to  a s t im u lu s . T h is  s t im u lu s  may
come from  w ith in  or w ith o u t th e  communicator:
22Such a s ,  fo r  exam ple, an o f f i c e  em p lo y ee 's  ta k in g  n o te s  on th e  
com pany's le t t e r h e a d  bond.
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Man alw ays a c ts  In resp on se to  some s t im u la t io n .
These hannenlnes may occur o u ts id e  th e p erson , a s ,  
fo r  exam ple, the sc en e  o f  a boy d ig g in g  fo r  worms, 
th e  roar  o f  a p lane overhead, or th e  aroma o f  fr y in g  
bacon. Or they may occur w ith in  th e in d iv id u a l a s ,  
say , a f e e l in g  o f  n au sea , or eu p h oria , a memory, 
t h e ' f l a s h 'o f  an in s ig h t ,  e t c . 2-*
Were a l l  members o f  a b u sin e ss  o r g a n iz a tio n  g iv e n  to  respond ing  
th e  same way t o  th e  same s t im u l i ,  p a tte r n s  o f m iscom m unication would 
undoubted ly  be ra re  in  th a t  o r g a n iz a tio n . The same would be tru e  were 
s p e c i f i c  in d iv id u a ls  g iv en  to  respond ing a s p e c i f i c  way each  tim e they  
w ere con fron ted  w ith  a s p e c i f i c  s t im u lu s .
The b u s in e ss  o r g a n iz a tio n  o f th e  r e a l  w orld , however, i s  not 
made up o f  in d iv id u a ls  w ith  th e  r o b o t l ik e  c h a r a c t e r is t ic s  n e c e ssa r y  fo r  
them t o  se e  w ith  id e n t ic a l  ey es  and respond w ith  id e n t ic a l  b eh a v io r .
The in d iv id u a ls  who make up a firm  b r in g  to  bear on t h e ir  o r g a n iz a tio n  
a v a r ie t y  o f  backgrounds w hich c o n d it io n  t h e ir  resp o n ses  to  observed  
s t im u l i .  C onsider, fo r  exam ple, th e  case  o f  two em ployees who observe- 
a th ir d  em ployee s t e a l in g  t o o ls  from th e  company's to o l  c r ib .  One o f  
th e  two em ployees might im m ediately co n ce iv e  a need to  communicate h is  
o b se r v a t io n  to  h is  su p e r v iso r  because he had been co n d itio n ed  by h is  
p a ren ts  or e x p er ien ce  to  b e l i e v e  th a t s t e a l in g  in  any form was wrong.
The second  em ployee, on th e  o th er  hand, m ight have a p erson a l con­
v i c t i o n ,  based on home environm ent or e x p e r ie n c e , th a t s t e a l in g  from
th e company was n o t wrong. The l a t t e r  em ployee would perhaps be
^ H a n e y ,  o j j .  c i t . . pp. 5 -6 .
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in d i f f e r e n t  to  th e  need to  communicate h is  f in d in g s ,  or  perhaps he would  
tr a n sm it  a " w ell done" to  th e  t h i e f .  The f a c t  i s  apparent ;th a t  two 
in d iv id u a ls  o b serv in g  th e  same s tim u lu s  a t  th e  same tim e can r e a c t  a t  
op p osin g  p o le s  o f  resp o n se  in  th e  in t r o s p e c t iv e  phase o f  com m unication.
A nother fa c to r  w hich  a cco u n ts  fo r  d iv e r g e n c e  o f  human resp o n se  
to  a g iv e n  s tim u lu s  i s  th e  i n a b i l i t y  o f  human b e in g s  to  s e e  th e  w hole  
o f  a s t im u lu s  a t  a s in g le  in s ta n t  in  t im e . Commenting on t h is  problem , 
Cherry s t a t e s :
We do n o t p e r c e iv e  more than  a m inute f r a c t io n  o f  
th e  s ig h t s  and sounds th a t  f a l l  upon our s e n se  organ s;  
th e  g r e a t  m a jo r ity  p ass u s  b y . They may make p h y s ic a l  
im p ress io n s  on our r e t in a s  or in  our ea rs  b u t seem  n ot  
to  have any e f f e c t  upon our su b seq u en t p e r c e p t io n s ,  
th o u g h ts , or b e h a v io r .
T h is  b a s ic  human f r a i l t y  som etim es cau ses  th e  communicator to  
e n te r  an in t r o s p e c t iv e  phase o f  com m unication w hich r e s u l t s  in  a m is-  
com m unication p a tte r n  a t t r ib u t a b le  to  f a u l t y  r e c o g n it io n  o f  a need to  
com m unicate. For exam ple, a communicator who sm e lls  smoke and a t  th e  
same tim e o b serv es a p erson  running in  th e  g en era l d ir e c t io n  o f  a f i r e  
e x t in g u is h e r  m ight r e a c t  w ith  th e  m essage, " F ire ! F ir e ! ,"  on ly  to  
le a r n  la t e r  th a t  th e  odor he sen sed  was harm less c ig a r e t  smoke and th a t  
th e  runn ing p erson  was sim p ly  out fo r  h is  morning e x e r c i s e .
The com m unicator's tendency to  rea so n  from a p a rt o f th e  t o t a l
s t im u lu s  can a l s o  r e s u l t  in  m iscom m unication  b ecau se th e  p a tte r n
2^Cherry, On Human Communication, p . 261.
c r e a te d  fo r  th e  d e r iv e d  purpose o f  in fo r m a tio n  tr a n s m is s io n  in v o lv e s  th e  
wrong r e c e iv e r .  Thus th e  o f f i c e  manager who f in d s  an unopened f i r s t -  
c l a s s  l e t t e r  on th e  o f f i c e  f l o o r  and v e r b a l ly  d i s c i p l i n e s  th e  m a il c le r k  
f o r  c a r e le s s n e s s  m ight l a t e r  be em barassed to  le a r n  th a t  he ( th e  o f f i c e  
m anager) was th e  one who c a r e l e s s ly  dropped th e  l e t t e r .
C e r ta in ly  a f a c t o r  o f  c r i t i c a l  im portance w hich c o n d it io n s  th e  
in t r o s p e c t iv e  p h ase o f  com m unication i s  th e  p e r c e p t iv e  ten d en cy  o f  th e  
s e n d e r . U ndoubted ly  th e r e  i s  tr u th  in  th e  p h i lo s o p h ic a l  o b s e r v a t io n  
th a t  th a t  w hich  i s  r e a l  to  one com m unicator i s  fa n ta s y  to  a n o th e r .
Or, in  C h erry 's  words:
The s c h iz o p h r e n ic  has h is  own w o rld , th e  d ipsom aniac  
h i s  n igh tm are; i t  i s  c o n c e iv a b le  th a t  a b u t t e r f l y ,  w ith  
organs o f  s m e ll  in  i t s  f e e t ,  has a w orld  o f  sm e lls  
p o s s e s s in g  s h a p e s . We each  o f  us have our own m odels 
o f r e a l i t y . 25
The com m unicator's power to  d ed u ce . The in t r o s p e c t iv e  p hase o f  
com m unication , once e n te r e d  by a s p e c i f i c  b u s in e s s  com m unicator, i s  
s i g n i f i c a n t l y  c o n d it io n e d  by h is  powers o f  d e d u c t io n , o r - - i n  a b road er  
s e n s e - “h is  c a p a c ity  to  th in k . I t  sh o u ld  be r e c a l le d  th a t  in  th e  in t r o ­
s p e c t iv e  phase th e  p u rp o siv e  com m unicator must:
C on ceive  a need to  tr a n sm it  an e x p r e s s io n ;
D er iv e  a p u rp ose f o r  th e  in c id e n t  o f  com m unication;
And e s t a b l i s h  a p a tte r n  fo r  com m unication  to  o c c u r .
Any one or a l l  o f  th e s e  s t e p s  o f  th e  in t r o s p e c t iv e  phase a r e
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in f lu e n c e d  by th e  q u a l i t y  o f  th e  in d iv id u a l com m unicator's th in k in g .
I t  i s  s e l f  e v id e n t  th a t  much o f  th e  th in k in g  done by com m unicators in  a 
b u s in e s s  o r g a n iz a t io n  ta k e s  a d e d u c tiv e  approach , v i z . ,  a prem ise i s  
e s t a b l is h e d  on th e  b a s is  o f  o b se r v a t io n  and c o n c lu s io n s  a re  drawn th e r e ­
from . And o f  cou rse  th e  s tr e n g th  o f  th e  c o n c lu s io n  i s  a fu n c t io n  o f  th e  
s tr e n g th  o f  th e  p rem ise . L o g ic ia n s  hold  th a t  th e  e s s e n t i a l  v a l i d i t y  
c h a r a c t e r i s t i c  o f  d e d u c tiv e  argum ent, in  a g iv e n  in s ta n c e ,  i s  th a t  a 
f a l s e  c o n c lu s io n  cannot be supported  by a tr u e  p rem ise . An e lem en tary  
i l l u s t r a t i o n  o f  t h i s  p o in t  m ight be th e  c a se  o f  a new ly h ir e d  pro­
d u c t io n  manager in  a b u s in e s s  o r g a n iz a t io n  who o b serv es:
A l l  p ro d u ctio n  em ployees in  th e  company are  L oca l 705 
u n ion  members ( th e  p r e m is e ! .
And con clu d es:
A l l  L o ca l 705 U nion members in  th e  company are  
p ro d u ctio n  em p loyees.
In  t h i s  in s ta n c e  th e  new p ro d u ctio n  manager cou ld  have d e a lt  
w ith  a tr u e  prem ise and a f a l s e  c o n c lu s io n , thus cou ld  be s t im u la te d  to  
communicate by an in v a l id  argum ent. M otivated  by such a c o n c lu s io n  in  
th e  in t r o s p e c t iv e  phase o f  com m unication, th e  new p ro d u ctio n  manager 
m ight b lu n d er  any or a l l  o f  th e  th ree  s te p s  o f  th e  p h a se . W hile to u r in g  
h is  new company, he m igh t, fo r  exam ple, ob serv e  a L o ca l 705 member ( th e  
assu m p tion  h ere  i s  th a t  su ch  a member would be i d e n t i f i a b l e )  away from  
th e  p ro d u ctio n  l i n e  d u rin g  a tim e when (he thought) su ch  w orkers were 
supposed  to  be a tte n d in g  th e  l i n e .  On th e  b a s is  o f  t h i s  s t im u lu s , he 
m ight
1 . E rron eou sly  c o n c e iv e  a need to  tra n sm it an e x p r e s s io n
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to  th e  company's L oca l 705 em ployees;
2 . And from the need d e r iv e  a purpose o f  c a l l in g  
a t t e n t io n  to  th e  f a c t  th a t  a l l  L oca l 705 em ployees  
sh ou ld  rem ain in  p rox im ity  t o  th e  p r o d u ctio n  l i n e  
d u rin g  c e r t a in  hours;
3 . And, f i n a l l y ,  e s t a b l i s h  a p a tte r n  o f  com m unication  
v ia  u n ion  r e p r e s e n ta t iv e s  to  consuimate w ith  a l l  
company em ployees who were members o f  L oca l 705.
Assum ing a s i t u a t io n  in  w hich th e  p ro d u ctio n  m anager’ s e d ic t  
p assed  through th e  hands o f  u n ion  r e p r e s e n ta t iv e s  w ith  no n o te  b e in g  
tak en  by them o f  i t s  f a l l a c y ,  he m ight f in d  h im s e lf  in  th e  lu d ic r o u s  
p o s i t io n  o f  h a v in g  to ld  o f f i c e  em ployee members o f  L oca l 705 th a t  th ey  
sh ou ld  rem ain in  p ro x im ity  to  th e  p ro d u ctio n  l i n e  d uring  c e r t a in  h o u r s .
A s im ila r  p a tte r n  o f  m iscom m unicatlon can emerge when a b u s in e ss  
communicator rea so n s  d e d u c t iv e ly  to  a tr u e  c o n c lu s io n  from f a l s e  
p rem ises or from f a l s e  p rem ises to  a f a l s e  c o n c lu s io n . The p o in t  o f  
im portance in  th e  a n a ly s is  h ere  i s  th a t  a c o n s id e r a t io n  o f  why m is-  
com m unication o ccu rs in  a b u s in e ss  o r g a n iz a t io n  m ust som etim es d e lv e  
in t o  th e  q u a lity  o f  the s e n d e r ’ s th in k in g  during  th e  in t r o s p e c t iv e  
p h a se .
The com m unicator's p r e ju d ic e . Human b e in g s  are  c h a r a c te r iz e d  
by a b a s ic  i n a b i l i t y  to  d iv o r c e  p r e j u d ic e ^  from t h e ir  d a y -to -d a y
^ D e f in e d  h ere  as a p r e d is p o s i t io n  to  respond  to  a s t im u lu s  
a cco r d in g  to  a p a tte r n  o f  b eh a v io r  b ased  on s u b j e c t iv e  c o n v ic t io n s  v 
r a th e r  than on an o b j e c t iv e  c o n s id e r a t io n  o f  th e  d isc e r n e d  f a c t s  o f  
th e  s t im u lu s .
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b e h a v io r . T h is p r e ju d ic e  may be o v e r t ly  acknow ledged or i t  may e x i s t  on
th e  u n co n sc io u s th r e sh o ld  o f  th e  in d iv id u a l’ s p sy ch e . In  e i t h e r  c a s e ,
p r e ju d ic e  ex p er ien ced  by th e  sen d er  d u rin g  th e in t r o s p e c t iv e  phase o f  
com m unication can , in  a s p e c i f i c  in s ta n c e ,  a ccou n t fo r  a p a tte r n  o f m is-  
com m unication. Indeed , such p r e ju d ic e  can n u l l i f y  th e  e f f e c t  sought by 
th e  sen d er , a c o n d it io n  w hich can som etim es be tr a c e d  d i r e c t l y  to  th e  
s e n d e r 's  c o n cep tio n  o f a need to  communicate when, in  f a c t ,  no such  
need e x i s t e d .  A sim p le  exam ple would be th e  c a se  in  w hich Worker A 
t o ld  Worker 3 th a t  th e  w ater fo u n ta in  near th e  la th e  shop was u n clean  
and th a t  he was no lo n g er  go in g  to  d r in k  from i t .  In  e x p la in in g  why
th e  fo u n ta in  was u n c lea n , Worker A m ight p o in t  ou t th a t  he had seen
d u st  trapped on th e  fo u n ta in  rim and used  chewing gum c lo g g ed  in  i t s  
d r a in . The f a c t s  m ight in d ic a t e ,  how ever, th a t  Worker A, u n c o n sc io u s ly  
p r e ju d ic e d  a g a in s t  N egroes, had observed  a Negro d r in k in g  from  th e  
fo u n ta in .  In  t h i s  in s ta n c e  th e  p a tte r n  o f  m iscom m unication m ight be 
c a r r ie d  forward as Worker B com plained to  h is  su p e r v iso r  about the  
f i l t h  o f  th e  w ater  fo u n ta in . The s u p e r v is o r , on hav in g  th e  m ed ica l 
departm ent check  th e  b a c te r ia  count o f  th e  fo u n ta in  in  q u e s t io n , m ight 
f in d  th a t  the count was s i g n i f i c a n t l y  in  th e  " sa fe"  ra n g e . In  such a 
c a se  n o t on ly  w ould a f a l s e  need to  communicate be c o n c e iv e d , but a ls o  
an unneeded p a tte r n  o f  com m unication would be e s t a b l is h e d .
A nother p o in t  to  be co n sid ered  h ere  i s  th a t  th e  im pact o f  commun­
i c a t i o n  on th e  r e c e iv e r  can  be a f f e c t e d  s i g n i f i c a n t l y  by p r e ju d ic e  
in t e n t io n a l ly  or u n in t e n t io n a l ly  r e v e a le d  by th e  sen d er . R e c o g n it io n  
o f such  p r e ju d ic e  by th e r e c e iv e r  i s  th e  s tim u lu s  which m ight prompt
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him to  respond to  th e  m essage w ith  b eh a v io r  co n tra ry  to  th a t  d e s ir e d  by 
th e  sen d er .
The com m unicator’ s b i a s . C lo s e ly  r e la te d  to  th e  con cep t o f
p r e ju d ic e  i s  th a t  o f b ia s  in  the in t r o s p e c t iv e  phase o f  com m unication.
As i t  i s  r e v e a le d  by th e  communicator in  th e  in t r o s p e c t iv e  p h ase, b ia s ,
9 7l i k e  p r e ju d ic e , i s  a p r e d is p o s it io n  t o  r e a c t  t o  s t im u l i .
B ia s ,  f o r  exam ple, can  be a consequence o f  the com m unicator’ s 
z e a l  to  p r o te c t  h i s  s e l f  in t e r e s t  in  th e  b u s in e ss  o r g a n iz a t io n . Thus 
th e  company o f f i c e  manager who is  d ir e c te d  to  r e p o r t  to  th e  a d m in is tr a ­
t i v e  v ic e  p r e s id e n t  on ways and means by which th e  o f f i c e  s t a f f  cou ld  
be reduced  in  number m igh t, because o f  b ia s  in  fa v o r  o f  m a in ta in in g  h is  
s t a t u s  as manager o f  a la r g e  s t a f f ,  be unable to  r e l a t e  h i s  need to  
communicate to  th e  d ir e c te d  purpose fo r  th e  com m unication, a r e q u is i t e  
fo r  th e  in t r o s p e c t iv e  p h a se . Under such  c ircu m sta n ces  m iscom m unication  
w ould occur to  th e  e x te n t  th a t  the o f f i c e  manager would perhaps 
c o n c e iv e  a purpose fo r  h i s  rep ort w hich  in v o lv e d  a d e fe n se  o f  th e  s i z e  
o f h is  p r esen t o f f i c e  s t a f f .
27In  c e r t a in  u sa g e , b ia s  can , in  f a c t ,  s e r v e  as a synonym fo r  
p r e ju d ic e . In  t h i s  c o n te x t ,  how ever, b ia s  i s  co n sid ered  t o  e x i s t  on 
an i n t e l l e c t u a l  p lan e w hich  d i f f e r s  from  th a t  o f  p r e ju d ic e .  As se e n  
h e r e ,  p r e ju d ic e  i s  a r e f l e x  c o n d it io n e d  by th e t o t a l  o f  man's e n v ir ­
onment (h is  home, church, work— th e  t o t a l i t y  o f  h i s  m ores); w hereas  
b ia s  i s ,  more s im p ly , a tem peram ental, d a y -to -d a y  in c l in a t io n  to  
c lo s e  th e  mind to  is s u e s  th a t  are co n tra ry  to  p reco n ce iv ed  n o t io n s .  
B ein g  more fundam ental, p r e ju d ic e  in  th e  in d iv id u a l changes 
g r a d u a lly ,  i f  e v e r . B ia s ,  on the o th e r  hand, can be s u b je c t  to  
q u ick  change as in t e r e s t s  and o b j e c t iv e s  change.
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Should th e  same o f f i c e  manager suddenly be promoted to  ad m in is­
t r a t iv e  v ic e  p r e s id e n t , how ever, h is  b ia s  m ight s h i f t  to  an extrem e  
p o s i t io n  in  w hich he would v i s u a l i z e  h is  form er o f f i c e  s t a f f  as much too  
cumbersome in  number. Under such c ircu m sta n ces, he m ight even  be b ia se d  
in  fa v o r  o f  recommending th e  e l im in a t io n  o f  a la r g e  number o f  
" bureaucrats"  in  th e  o r g a n iz a tio n —h is  recommendation b e in g , in  f a c t ,  
p r e c ip ita te d  by th e  fa v o r a b le  a t t e n t io n  he would ex p e c t to  g e t  from th e  
e x e c u t iv e  v ic e  p r e s id e n t .
At t h i s  p o in t a c o n c lu s io n  can be drawn th a t  such human ch arac­
t e r i s t i c s  as b ia s  and p r e ju d ic e  p la y  havoc w ith  the com m unicator's 
in t r o s p e c t iv e  phase o f  com m unication. S im ila r ly ,  th e  s e n d e r 's  in con ­
s i s t e n c y  o f p e r c e p tio n  and h is  f a u lty  a b i l i t y  to  deduce som etim es 
ren d er  in e f f e c t u a l  h is  e f f o r t s  to  co n ce iv e  a need and d e r iv e  a purpose  
fo r  com m unication. These human f r a i l t i e s  are  co n sid ered  to  be some 
o f  th e  most fundam ental cau ses  o f  m iscom m unication p a tte r n s  in  the  
b u s in e ss  o r g a n iz a tio n  w hich f in d  t h e ir  o r ig in  in  th e in tr o s p e c t iv e  
p h a se . These f r a i l t i e s  have a common thread  which i s  t i g h t l y  sewn to  
m en ta l, em o tio n a l, and environm ental c h a r a c t e r is t ic s  o f  th e  in d iv id u a l  
com m unicator.
The com m unicator's r e s p o n s ib i l i t y  to  communicate. A very  
s ig n i f i c a n t  fa c to r  a f f e c t in g  the in tr o s p e c t iv e  phase cannot be a t t r i ­
buted  s o le l y  to  human f r a i l t y .  T h is i s  the r e s p o n s ib i l i t y  fa c to r .
P eo p le  in  th e  b u s in e ss  o r g a n iz a tio n  som etim es e n te r  t e n t a t iv e ly  th e  
in t r o s p e c t iv e  phase o f  com m unication but f a i l  to  co n ce iv e  a need to  
tra n sm it in fo rm a tio n  b ecau se th ey  f e e l  th a t  i t  i s  n o t t h e ir
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r e s p o n s i b i l i t y  to  do s o .
For purposes o f  t h is  s tu d y , r e s p o n s ib i l i t y  i s  d e f in e d  as the  
o b l ig a t io n  o f  an in d iv id u a l in  th e  b u sin e ss  o r g a n iz a tio n  to  perform  a
ta s k  to  th e  b e s t  o f  h is  a b i l i t y  in  accordance w ith  d ir e c t io n s  g iv en
28him . Where th e  r e s p o n s ib i l i t y  o f  a g iv e n  job  in  th e o r g a n iz a tio n  i s  
c l e a r ly  d e fin e d  to  in c lu d e  a r e s p o n s ib i l i t y  to  communicate, problems o f  
com m unication can be o b v io u s ly  m in im ized .^  Very o f t e n ,  however, 
r e s p o n s i b i l i t y  as such to  communicate i s  not d e lin e a te d  fo r  e i th e r  th e  
e x e c u t iv e  or the o p e r a t iv e  em ployee. Thus where an em ployee does not 
id e n t i f y  communication as a part o f h i s  o b l ig a t io n  to  perform  a ta sk  to  
th e  b e s t  o f  h is  a b i l i t y ,  he m ight n ot be in c l in e d  to  c o n c e iv e  a need to  
com m unicate.
In  a g iv e n  in s ta n c e , however, th e  em ployee m ight respond to  a 
s tim u lu s  by e n te r in g  th e  in tr o s p e c t iv e  phase o f  com m unication beyond th e  
p o in t  o f  need r e c o g n it io n .  For exam ple, th e  em ployee who f a i l e d  to  
r e p o r t  h is  equipment out o f  order might have been tempted to  do so  but 
d ec id e d  n o t to  b ecause i t  was "not h is  job  to  take care o f  such th in g s ."  
In  such a ca se  th e em ployee r ec o g n ized  a need to  communicate but stopped
b e fo r e  he determ ined  a purpose and e s ta b lis h e d  a p a tte r n  f o r  the  
com m unication in c id e n t .
28‘‘•"In a l l  h is  d e f in i t i o n s  o f  management co n cep ts , th e  w r ite r  i s  
in f lu e n c e d  by P r o fe sso r  Ralph C. D avis o f  th e  Ohio S ta te  U n iv e r s ity .  In  
th e  p rep aratory  work fo r  t h i s  s tu d y , s p e c i f i c .a t t e n t i o n  was g iv en  to  
P r o fe s so r  D a v is ' 2 M  Fundam entals o f  j o £  Management (Sew York: Harper 
B ro th ers , 1 9 5 1 ).
29T his p o in t i s  ex p lo red  in  fu r th e r  d e t a i l  in  Chapter IV o f  the s tu d y .
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I t  i s  subm itted  th a t  th e  r e s p o n s ib i l i t y  f a c t o r ,  l i k e  th e  fa c to r s  
o f  human f r a i l t y ,  bears s ig n i f i c a n t l y  on both  th e  e x te n t  and d egree  to  
w hich  m iscom m unication occu rs in  th e b u s in e ss  o r g a n iz a t io n . Making 
t h e ir  impact p r im a r ily  in  th e  in tr o s p e c t iv e  phase o f  com m unication, th e  
f a c t o r s  d is c u s se d  h ere can  have th e  e f f e c t  o f  n u l l i f y in g  th e  communica­
t io n  p r o c e ss , even  though an a f fe c te d  in s ta n c e  o f  com m unication s t i l l  
may be c a r r ie d  through th e  en cod in g , tr a n sm iss io n , and in fe r e n c e  p h a se s . 
The Encoding Phase
For purposes o f  a n a ly s is  in  t h is  s tu d y , en cod in g  i s  p resen ted  as  
a d i s t i n c t  phase o f  com m unication. However, r e c o g n it io n  sh ou ld  be g iv e n  
t o  th e  fa c t  th a t  in  c e r t a in  in s ta n c e s  o f  com m unication, en cod in g  and 
tr a n sm iss io n  occur a lm ost s im u lta n eo u sly .^ ®  Examples o f  such n ea r-  
s im u ltan eou s encod ing and tr a n sm iss io n  would be f a c e - t o - f a c e  o r a l  
com m unication or com m unication v ia  te lep h o n e  or r a d io  w hich d id  not 
r e l y  on a prepared w r it t e n  m essage or s c r i p t .
The e x tr a c t io n  o f  th e  encoding phase from th e  t o t a l  p ro cess  o f  
com m unication makes p o s s ib le  th e  a n a ly s is  o f  some o f  th e  m ost c r i t i c a l  
f a c to r s  which c o n d it io n  en cod in g  and c o n tr ib u te  to  m iscom m unication in  
th e  b u s in e ss  o r g a n iz a t io n . As an alyzed  h e r e , th e s e  fa c to r s  in c lu d e  th e  
im p r e c is io n  o f  lan gu age, th e  la c k  o f sem an tic  order in  th e  b u s in e ss  
o r g a n iz a t io n , and the ten d en cy  o f  p eop le  in  th e firm  to  co n fu se  words
^ E n co d in g  and tr a n sm iss io n  a re  d escr ib ed  as " alm ost11 s im u l­
tan eou s b eca u se  th ere  i s  a m inute la g ,  even  in  f a c e - t o - f a c e  con ver­
s a t io n ,  betw een  the c a s t in g  o f  a m essage in to  sym bols and th e  
p r o je c t io n  o f  th e m essage to  the r e c e iv e r .
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w ith  th e  th in g s  th e  words r e p r e s e n t .
For purposes o f  t h i s  s tu d y , a n a ly s is  o f  com m unicative sym bols*^  
i s  l im ite d  to  words o f  th e  E n g lish  lan g u a g e , e s p e c ia l ly  a s  they  a re  used  
in  w r it t e n  and spoken b u s in e ss  com m unication s i t u a t io n s .  T his l i m i t a ­
t io n  i s  imposed fo r  two major reason s: (1 ) words are th e  most common
com m unicative sym bols in  th e  b u s in e ss  o r g a n iz a tio n ;  and (2 )  th e  in e p tn e ss  
o f  word sym bols to  communicate acco u n ts  fo r  many in s ta n c e s  o f  miscommun- 
i c a t i o n  in  th e  b u s in e ss  o r g a n iz a t io n . In  th e s e  p a g es , th e r e fo r e ,  no con­
s id e r a t io n  i s  g iv e n  to  such com m unicative sym bols as th o se  o f  th e  Morse 
code and highway warning s ig n s .
The im p r e c is io n  o f  lan gu age.  There i s  n o th in g  sa cred  about th e  
f a c t  th a t  a f i s h  i s  c a l le d  a f i s h  in  th e E n g lish  la n g u a g e . In deed , th e  
o b je c t  which E n g lish  sp eak in g  p e o p le  c a l l  a f i s h  m ight w e l l  have been  
c a l l e d  a ta b le  or c h a ir  had i t  not been  fo r  th e  p a r t ic u la r  turn o f  human 
e v e n ts  which r e s u lte d  in  a f i s h  b e in g  d e s ig n a te d  by th e  spoken, then  
w r it t e n ,  word symbol f i s h .  Human em otions b e in g  what th ey  a r e , how ever, 
ev en  the r e l a t i v e l y  c o n c r e te  noun f i s h  has been  through tim e em b ellish ed  
w ith  m y stic  q u a l i t i e s  t o  g iv e  i t  com m unicative v a lu e  w hich  bears no 
d ir e c t  r e la t io n s h ip  to  one o f  th e " . . .  a q u a t ic ,  w a te r -b r e a th in g , 
c r a n ia te  v e r te b r a te s"  d e fin e d  in  W eb ster 's  C o lle g ia t e  D ic t io n a r y .
31A ccording to  K orzyb sk i, "In  th e  rough, a symbol i s  d e fin ed  as 
a s ig n  which stan d s fo r  som eth in g . I f  i t  s ta n d s  fo r  som eth in g , i t  
becom es a symbol fo r  t h i s  som eth in g . I f  i t  does n ot sta n d  fo r  some­
th in g ,  then  i t  becomes n o t a symbol but a m ean in g less  s ig n .  T his  
a p p lie s  to  words j u s t  a s  i t  does to  bank ch eq u es."  K orzyb sk i, 0 £ .  c i t . .  
p p . 7 8 -7 9 , W ith in  th e  c o n f in e s  o f  t h i s  d e f in i t i o n ,  a word can be 
regarded  as a symbol w hether i t  be p resen ted  in  th e form o f  n o is e  
(sp o k en ) or p resen ted  g r a p h ic a lly  ( w r i t t e n ) .
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Thus Employee A in  c o n v e r s a t io n  w ith  Employee B m ight r e f e r  to  a 
su p e r v is o r  as a '’co ld  d is h ,"  meaning perhaps th a t  th e  su p e r v is o r  was an 
u n fr ie n d ly  p erso n  n o t g iv e n  to  "warmhearted" em o tio n a l d i s p la y s .  The 
em ployee who was d en ied  a  r e q u e s t  fo r  an e x tr a  d a y 's  v a c a t io n  and la t e r  
r e fe r r e d  to  th e  su p e r in te n d e n t a s  a " f is h -e y e d  o ld  b astard "  prob ab ly  
knew in  f a c t  th a t  th e  su p e r in te n d e n t was l e s s  than  t h i r t y  y e a r s  o ld  and 
d id  n o t have a q u a t ic ,  w a te r -b r e a th in g , unm arried p a r e n ts .  And th e  
p erso n  who " fish e d "  a c o in  out o f  h i s  p ock et d id  n o t send a n a q u a tic  
c r e a tu r e  to  f e t c h  th e  c o in .  T hese and th e  many o th e r  hom ely exam ples 
th a t  co u ld  be c i t e d  i l l u s t r a t e  a v i t a l  f in d in g  about human language:
I t  i s  an in e x a c t  t o o l  fo r  com m unication .
There a re  fa c to r s  to  accou n t fo r  th e  poor q u a l i t y  o f  lan gu age  
a s a t o o l  by w hich  com m unication i s  c a r r ie d  on . In  th e  en cod in g  phase  
o f  th e  p r o c e ss  th e s e  fa c t o r s  e x e r c i s e  a s ig n i f i c a n t  in f lu e n c e  on th e  
sen d er  as he a ttem p ts  to  frame a m essage fo r  tr a n s m is s io n . One such  
f a c t o r  i s  th e  la c k  o f  sem a n tic  ord er w hich p r e v a i ls  in  th e  b u s in e s s  
o r g a n iz a t io n .
A la c k  o f  sem a n tic  o r d e r . E n g lish  words a t  m ost g iv e  vague  
r e p r e s e n ta t io n  to  co n cep ts  and t h in g s ,  th e prim ary rea so n  b e in g  th a t  
p e o p le — th e  u s e r s  o f  w ords— e x e r c is e  freedom  o f  c h o ic e  in  a s s ig n in g  
m eanings to  th e  words th e y  u s e .  I t  i s  tru e  th a t  a c e r t a in  sem a n tic  
ord er  i s  brought to  an E n g lish -sp e a k in g  c u ltu r e  by th e  sy n ta x  o f  
E n g lish  and by th e  a v a i l a b i l i t y  o f  Standard E n g lish  d i c t i o n a r ie s .
In  a c e r t a in  s e n s e ,  r u le s  fo r  grammar and a c c e p te d  d ic t io n a r ie s  
c o n s t i t u t e  an agreem ent among E n g lish  sp eak in g
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p eo p le  to  a llo w  c e r ta in  e x p r e ss io n s  t o  re p r e se n t c e r ta in  con cep ts and 
t h in g s .
B ecause t h i s  agreem ent can be e a s i l y  broken, however, t h is  
sem an tic  ord er i s  a d e l i c a t e ly  b a lan ced  mechanism, a t l e a s t  from the  
s ta n d p o in t o f  th e  E n g lish -sp ea k in g  in d iv id u a l and th ose w ith  whom he 
com m unicates.
A nother area  o f  agreem ent w hich b rin gs a c e r ta in  sem a n tic  order  
to  a s o c ie t y  through language in v o lv e s  n o is e .  As p o in ted  ou t by 
Hayakawa,
Now, human b e in g s have agreed  in  the course o f  
c e n tu r ie s  o f mutual dependency, to  l e t  th e  va r io u s  
n o is e s  th a t  they  can produce w ith  t h e ir  lu n g s , 
th r o a t s ,  to n gu es, t e e th ,  and l i p s  to  s y s te m a t ic a l ly  
stand  fo r  s p e c i f i e d  happenings in  t h e ir  nervous 
system s .32
Thus sem an tic  order i s  dependent on th e m aintenance o f  agreement 
among p eop le  th a t  n o is e  sym bols (spoken  w ords, fo r  exam ple) and g rap h ic  
sym bols (w r it t e n  w ords, fo r  exam ple) w i l l  r e p r e se n t s p e c i f i c  con cep ts  
and t h in g s . I f  p eop le  u sed  th e se  symbols w ith  g r e a t  prudence and w ith  
assid u o u s a t t e n t io n  to  agreed-upon m eanings, i t  i s  l i k e l y  th a t  sem an tic  
order in  s o c i e t y  cou ld  be m ain ta in ed . But such optimum order i s  not 
l i k e l y  to  be a ch ieved  b ecau se o f  th e  v a s t  im p ro b a b ility  th a t  p eo p le , 
even  in  a s o c i e t y  c lo s e ly  k n it  by language and custom , w i l l  hew to  a 
l i n e  o f sem an tic  co n fo rm ity . I t  i s  alm ost a c e r ta in ty  th a t  p eop le w i l l
32S . I .  Hayakawa, Language in  Thought and A ctio n  (New York: 
H arcourt, B race and Company, .1949), p . 27.
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c o n tin u e  to  impute m eanings to  sym bols which have been  d er iv ed  from th e ir  
p e r so n a l c o n ta c t  w ith  r e a l i t y  and u n r e a l i t y .  I t  i s  j u s t  as c e r t a in  th a t  
p eo p le  w i l l  under c e r t a in  c ircu m sta n ces  c o n tin u e  to  a r r iv e  a t  symbol 
m eaning a lo n g  an em o tio n a l ro u te  o f  rea so n in g  w hich n ever  tou ch es  
agreed -u p on  m ean in gs.
Im a g in a t iv e ly  c o n s id e r e d , th e  b u s in e s s  o r g a n iz a t io n  m ight be 
regarded  as an i n s t i t u t i o n  which i s  g iv e n  th e  order o f  a sm a ll s o c ie t y  
by th e  f a c t  th a t  i t  b r in g s  s im ila r  p eo p le  to g e th e r  who d e a l w ith  s im i­
l a r i t i e s .  They d e a l w ith  s im ila r  prob lem s, and th ey  pursue s im ila r  
o b j e c t iv e s  w hich c o n tr ib u te  to  th e  o r g a n iz a t io n 's  o b j e c t iv e s .  To th e  
e x te n t  th a t  the firm  m a in ta in s  sem a n tic  b a la n c e , problem s o f  communica­
t io n  a r e  m in im ized . M iscom m unication in  th e t y p ic a l  b u s in e ss  o r g a n iz a ­
t io n ,  how ever, g iv e s  te s t im o n y  to  th e  f a c t  th a t  sem an tic  b a la n ce  i s  
seldom , i f  e v e r , s e c u r e d .
The g l e e f u l  la th e  o p era to r  who sends a new and n a iv e  a p p r e n tic e  
m a c h in is t  to  f e t c h  a le f t -h a n d e d  monkey wrench a t  th e  t o o l  shack  i s  
(p ro b a b ly  unknow ingly) c o n tr ib u t in g  to  sem an tic  d iso r d e r  in  th e  
b u s in e s s  o r g a n iz a t io n . The e x p r e s s io n  " le ft -h a n d e d  monkey wrench" 
i s  to  th e  a p p r e n tic e  sy m b o lic  o f  a t o o l  to  be grasped  w ith  th e l e f t  
hand. To th e  sea so n ed  la t h e  o p e r a to r , the e x p r e s s io n  i s  sy m b o lic  o f  
la u g h te r  a t  th e  ch a g r in  o f  a "greenhorn" and th e  p le a su r e  o f  t e l l i n g  
f e l lo w  w orkers about th e  in c id e n t  a t  th e  f i r s t  o p p o r tu n ity . In  t h is  
in s ta n c e  a s i n g l e  e x p r e s s io n  i s  sy m b o lic  o f  both  a th in g  and a co n cep t, 
d im en sio n s o f  meaning fo r  th e  e x p r e s s io n  b e in g  determ ined  by in d iv id u a l  
e x p e r ie n c e  r a th e r  than r a t io n a l  r e fe r e n c e  to  s o c i e t y ' s  a g r e e d -
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upon m eaning.
I t  can be concluded th a t  th e  en cod in g  phase o f  com m unication, th e  
phase in  w hich  th e  communicator p u ts h is  m essage in to  au ra l or v is u a l  
sym bols, c o n tr ib u te s  to  the sem a n tic  im balance o f  th e  b u s in e s s  o r g a n iz a ­
t io n .  T h is  im balance emerges when th e  communicator en cod es a m essage
in to  sym bols w hich do not ca rry  m eanings common to  h im s e lf  and th e
com m unicatee.
C on fu sion  o f  th e  'word' w orld  w ith  th e  'r e a l*  w o r ld . A lfr e d  
K orzyb sk i, a p r in c ip a l  in  th e  e s ta b lish m e n t  o f  th e  d i s c i p l i n e  o f  g en era l 
se m a n tic s , compared th e  fu n c t io n  o f  lan gu age to  the fu n c t io n  o f  a map:
I f  we r e f l e c t  upon our la n g u a g es , we f in d  th a t  a t
b e s t  th ey  must be co n s id e r e d  on ly  as mans. A word ig,
n o t th e  o b je c t  i t  r e p r e s e n ts ;  and lan gu ages e x h ib i t
a l s o  t h i s  p e c u lia r  s e l f - r e f l e x i v e n e s s ,  th a t  we can  
a n a ly z e  lan gu age by l i n g u i s t i c  m ean s.33
B a s ic  to  many p a tte r n s  o f  m iscom m unication in  th e  b u s in e ss
o r g a n iz a t io n  as e lsew h ere  i s  th e  human tendency to  co n fu se  th e  w orld as
i t  i s  r e p r e se n te d  by words ( th e  map) w ith  th e  r e a l ( to u c h a b le , s e e a b le ,  
s m e lla b le )  w orld — th a t  i s ,  th e  w orld  as i t  a c t u a l ly  e x i s t s .  The "word" 
w orld  e x i s t s  o n ly  in  the r e f l e c t i o n s  o f  th e  human m ind. I t  i s  a 
co m p o site  o f  s e n s a t io n s  g lea n ed  by th e  in d iv id u a l from  words a lo n e - -  
from l i s t e n i n g  to  th e  r a d io , r e a d in g  th e  new spaper, rea d in g  b u s in e ss  
r e p o r t s ,  h e a r in g  a c o l le g e  p r o fe s s o r  l e c t u r e .  The " r e a l” w o rld , in  
c o n tr a s t ,  i s  one o f  e x p e r ie n c e  w hich d a te s  from th e  in d iv id u a l 's
•^ K orzyb sk i, o£. c i t . . p . 58.
in fa n c y ;  i t  i s  a com p osite  o f  d is c e r n e d  e v e n t s ,  o f  f ir s t h a n d  o b s e r v a t io n  
o f  p la c e s ,  p e o p le , t h i n g s . 34
The m a tu ra tio n  p r o c e ss  o f  th e  in d iv id u a l  b r in g s  h im  to  g r ip s  w ith  
a "word” w o r ld , th e  h o r iz o n s  o f  w hich broaden w ith  h i s  ex p o su re  to  
com m unication . T h is  "word" w orld  in  a c e r t a in  s e n se  i s  a map fo r  th e  
" rea l*1 w o r ld . An in d iv id u a l  w i l l  r e a c t  r a t io n a l ly  t o  th e  " rea l"  w orld  
to  th e  e x te n t  th a t  th e  map r e f l e c t s  a f in e n e s s  o f  d e t a i l  o f  th e  " r e a l"  
w orld  a s  i t  a c t u a l ly  e x i s t s :
I f  how ever /The i n d i v i d u a l  grows up w ith  a f a l s e  map 'w ‘
in  h is  head— th a t  i s ,  w ith  a head crammed w ith  f a l s e  
know ledge and s u p e r s t i t io n - - h e  w i l l  c o n s ta n t ly  be  
run n in g  in t o  t r o u b le ,  w a s t in g  h i s  e f f o r t s ,  and a c t in g  
l i k e  a f o o l .  He w i l l  n o t be a d ju s te d  to  th e  w orld  as i t  
i s ;  he may, i f  th e  la c k  o f  ad ju stm en t i s  s e r io u s ,  end up 
in  a m ental h o s p i t a l .^
I t  i s  r e a l i s t i c  to  h o ld  th a t  p a tte r n s  o f  m iscom m unication  in  the
b u s in e s s  o r g a n iz a t io n  can som etim es be tr a c e d  to  th e  f a l s e  maps
fo llo w e d  by com m unicators in  th e  en cod in g  phase o f  th e  p r o c e s s .  For
exam ple, a new management t r a in e e  whose map (c o n tr ib u te d  t o  by im p res­
s io n s  g a in ed  a t  th e  cinem a) was " fa ls e "  m ight on an i n i t i a l  m eeting  
w ith  a s e n io r  company e x e c u t iv e  shake p r o to c o l by a d d r e s s in g  th e  
e x e c u t iv e  by h is  f i r s t  name or h is  i n i t i a l s .  Whereas th e  nervous young  
man m igh t have b een  t r y in g  c o n s c ie n t io u s ly  t o  make a c o r r e c t  f i r s t
34  ii .|
Hayakawa d e s ig n a te s  th e  w orld  th a t  comes t o  us through  words
a s th e  v e r b a l w o r ld . He d e s ig n a te s  " th e  w orld  we know or a re  ca p a b le
o f  know ing through our own e x p er ien ce"  as th e  e x t e n s io n a l  w o r ld .
on . c i t . .  p . 3 2 .
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im p ress io n  on th e  e x e c u t iv e ,  th e  e x e c u t iv e  m ight s e e  in  him (and perhaps 
in  fu tu r e  com m unications from him) som ething sy m b o lica l o f  a "sm art- 
a le c k y  young u p s ta r t  tr y in g  to  take over  th e company." In su ch  an 
in s ta n c e  both  communicator and communicatee would be adding l i n e s  to  
t h e ir  f a l s e  maps, th e  e x e c u t iv e  b ecau se o f  h is  p reo ccu p a tio n  w ith  th e  
s a n c t i t y  o f  p r o to c o l and th e  tr a in e e  b ecau se  th e  e x e c u t iv e  w as, in  h is  
e s t im a t io n , u n n e c e s s a r ily  cu r t a t  t h e ir  f i r s t  m ee tin g . U nguided by 
f a l s e  maps, p a r t ic ip a n ts  in  t h i s  i n i t i a l  m eeting  cou ld  have made 
r e a l i s t i c  o b se r v a tio n s  each  o f  the o th er  w h ile  in fo rm a tio n  flo w ed  
sm ooth ly  betw een  them. Guided by f a l s e  maps, how ever, p a r t ic ip a n ts  in  
th e  m eetin g  somehow con fu sed  t h e ir  r e s p e c t iv e  "word" w orlds w ith  the  
" rea l"  w orld .
"Real" woi3d*i "word" w orld c o n fu s io n  confounds th e en co d in g  phase  
o f  com m unication from th e  s ta n d p o in t o f  b oth  th e  sen d er and th e  r e c e iv e r .  
I n te r a c t in g  w ith  th e im p rec isen ess  o f  w ords, t h i s  co n fu sio n  makes th e  
en cod in g  p ro cess  fra u g h t w ith  p o s s i b i l i t i e s  fo r  m iscom m unication to  
occu r in  th e  b u s in e ss  o r g a n iz a t io n . S in c e  th e r e  i s  no s u b s t i t u t e  fo r  
words in  most b u s in e ss  com m unication s i t u a t io n s ,  th e  b u s in e ss  communicator 
f in d s  h im s e lf  in  th e c r i t i c a l  p o s i t io n  o f  having to  work w ith  fa u lty  
t o o l s .  There a r e , fo r tu n a te ly ,  methods and stan d ard s by w hich  he can 
m axim ize th e  u t i l i t y  o f  th e se  t o o l s .  T hese s ta n d a r d s , proposed and 
d is c u s s e d  in  Chapter IV o f  t h i s  s t u d y , a r e  in h e r e n t in  but n o t
' J C
In  Chapter IV, fo r  exam ple, c o n s id e r a t io n  i s  g iv en  t o  in te n -  
s io n a l  and e x te n s io n a l  meaning and th e  a b s tr a c t in g  p r o c e ss . C onsidera­
t io n  i s  a l s o  g iv e n  to  th e  im pact o f  s t y l e  o f  e x p r e s s io n  and m essage  
o r g a n iz a t io n  as means o f  s e c u r in g  c l a r i t y  o f  com m unication and 
s t im u la t in g  human r e sp o n se .
d e s ig n a te d  by th e  works o f  such  s c h o la r s  as Cherry:
I f  words o f  a lan gu age do n o t name th in g s ,  a c t io n s ,  
e v e n t s ,  r e la t io n s h ip s ,  and so  on , w ith  p r e c is io n ,  then  
lan gu age i t s e l f  must be a so u rce  o f  im p r e c is io n  in  
com m unication? Indeed i t  i s *  And th e  d egree  o f  t h i s  
im p r e c is io n  depends to  a g r e a t  e x te n t  upon th e c h o ic e  o f  
words by th e  w r it e r  or sp e a k e r , upon h i s  s k i l l  in  
s e l e c t i n g  w ord s, and upon h is  a r t i s t i c  sen se  in  u s in g  
them in  s e t t i n g  h is  a u d ie n c e  in  th e  r ig h t  frame o f  
m in d .37
The T ra n sm issio n  Phase
The en cod in g  phase o f  com m unication i s  e s s e n t i a l l y  one o f  sym bol 
s e le c t io n *  T ra n sm iss io n , th e  n e x t  l o g i c a l  s t e p  o f  th e  p r o c e s s ,  in v o lv e s  
th e p r o j e c t io n  o f  th e  sym bols t o  th e  r e c e iv e r *
T ra n sm issio n  o f  a w r it t e n  medium can  be sa id  to  occu r when a l e t t e r  
or memorandum i s  p la c e d  in  a company or governm ental m a il s e r v ic e  w hich  
l in k s  th e  sen d er  w ith  th e  r e c e iv e r .  However, fo r  p u rp oses o f  t h i s  stu d y  
em phasis i s  p la ced  on v o ic e  tr a n s m is s io n  as i t  occurs i n  f a c e - t o - f a c e  
c o n v e r s a t io n  or through m ech an ica l media su ch  a s  the r a d io ,  t e le p h o n e ,  
or p u b lic  ad d ress  sy ste m .
In  th e  s t r i c t e s t  se n se  i t  can  be p o in te d  out th a t  en cod in g  (a s  in  
th e  in t r o s p e c t iv e  p hase o f  com m unication) g iv e s  r i s e  to  sem an tic  p rob ­
le m s, w h ile  tr a n sm is s io n  g iv e  r i s e  p r im a r ily  to  t e c h n ic a l  problem s o f  
m echan ics or  e n g in e e r in g . T here i s ,  how ever, an in t e r a c t io n  o f  e n g in e e r ­
in g  problem s w ith  sem a n tic  problem s when th e  com m unication problem  o f  
tr a n sm is s io n  i s  c o n s id ered  as a w h o le . B r ie f  n o te  i s  ta k en  o f  t h i s  
in t e r a c t io n  as th e  b a s ic  problem  o f  tr a n sm is s io n  i s  c o n s id e r e d .
37C herry, On Human Communication, p . 6 9 .
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The b a s ic  problem o f  tr a n s m is s io n .  Shannon d e f in e s  th e  b a s ic  
problem  o f  com m unication a s  one w hich  e x i s t s  on th r e e  le v e ls :^ ®
L e v e l A—'How a c c u r a te ly  can  th e  sym bols o f  com m unication  
be tr a n sm itte d ?  (The t e c h n ic a l  p rob lem .)
L e v e l B—How p r e c i s e ly  do th e  tr a n sm itte d  sym bols convey  
the d e s ir e d  m eaning? (The sem a n tic  p ro b lem .)
L e v e l C--How e f f e c t i v e l y  d o es  th e  r e c e iv e d  m eaning a f f e c t  
conduct in  th e d e s ir e d  way? (The e f f e c t i v e n e s s  p rob lem .)
Whereas th e  work o f  Shannon, W eaver, and o th e r s  who have c o n t r i ­
b u ted  to  m ath em atica l th e o r y  as i t  r e l a t e s  to  com m unication a r e  con cerned  
p r im a r ily  w ith  L e v e l A o f  th e  problem , th e  work p r esen ted  h ere  i s  
concerned  p r im a r ily  w ith  L e v e ls  B and C a s  the b u s in e s s  o r g a n iz a t io n  i s  
a f f e c t e d .  The a b i l i t y  o f  s ig n a l s ,  a s  m entioned  by C herry, ’’to  change  
th o u g h ts  and b eh avior"  i s  o f  m ost b a s ic  concern  to  t h i s  s tu d y  as  
a t t e n t io n  i s  g iv e n  to  th e  tr a n s m is s io n  phase o f  com m unication . I t  i s
O Q
See C laude Shannon and Warren Weaver s The M athem atical Theory  
o f  Com m unication. R. L . A c k o ff ,  w r i t in g  in  Management S c ie n c e , has 
c o n tr ib u te d  to  th e  in t e g r a t io n  o f  m ath em atica l th eo ry  to  th e  problem  a t  
L e v e ls  B and C. A ck off u s e s  m ath em atica l sym bolism , fo r  exam ple, to  
d e v e lo p  h is  co n cep t o f  " th e  p u rp o se fu l s t a t e ,"  w h ich , he s a y s ,  i s  th e  
o n ly  e n t i t y  w hich  can com m unicate. He h o ld s  th a t  " p u rp o se fu ln ess  e x i s t s  
o n ly  i f  c h o ic e  i s  a v a i la b le  to  th e  e n t i t y  in v o lv e d  and i f  th a t  e n t i t y  
i s  ca p a b le  o f  c h o ic e ."  A c k o ff  m a in ta in s  th a t  h i s  work i s  s t i l l  in  v e r y  
e a r ly  s ta g e s  o f  p r o g r e s s , th a t  th e preponderance o f  work in  m ath em atica l 
th e o r y  ( r e l a t in g  to  L e v e ls  B and C) rem ains to  b e don e, A ck o ff p r e s e n ts  
h i s  i n i t i a l  work in  "Toward a B e h a v io r ia l  Theory o f  Communication,"  
Management S c ie n c e . IV ( A p r i l ,  1 9 5 8 ) , 2 1 8 -2 3 3 .
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the v iew  o f  t h is  s tu d e n t th a t  th e r e  i s  one c r i t i c a l  f a c to r  r e la te d  to  
tr a n sm iss io n  which h e lp s  e x p la in  the n a tu re  o f  com m unication in  th e  
b u s in e ss  o r g a n iz a tio n  and a ccou n ts  fo r  many p a tte r n s  o f  m iscom m unication . 
T his fa c to r  i s  n o i s e .
The n o is e  f a c t o r .  W ith in  th e sp here o f  t h is  c o n s id e r a t io n  o f  
com m unication, n o is e  can be d e fin e d  as " d istu rb a n ces  w hich do not 
r e p r e se n t  any p art o f  th e  m essages from a s p e c i f i e d  so u r c e ." -^  The 
r e la t io n s h ip  o f  t h i s  co n cep t, s a y , to  r a d io  tr a n sm iss io n  i s  im m ediately  
apparent: n o is e  i s  th e  c r a c k lin g  o f  s t a t i c ,  th e  hum o f  th e  r e c e iv e r ,  or
any o th e r  form o f  a u ra l d is tu rb a n c e  w hich i s  com ingled w ith  but not a
p art o f  th e  m essage b e in g  com m unicated. Such n o is e  can o b v io u s ly  e x e r t  
c o n s id e r a b le  in f lu e n c e  on th e  d egree  o f  e f f e c t iv e n e s s  w ith  w hich a r a d io  
m essage b e in g  tr a n sm itte d  i s  r ec e iv ed :
The r e c e iv e d  n o is y  s ig n a ls  do n o t co m p le te ly  r e p r e se n t  
th e  m essages from th e so u rce  but c o n s t i t u t e  on ly  ev id en ce  
o f  th o se  m essageso The r e c e iv e r  can , a t  b e s t ,  w eigh  t h is
ev id en ce  in  th e  l i g h t  o f  a l l  th e p a s t  (a  priori*) knowledge
he p o s se s s e s  and make a v e r d i c t - - h i s  v e r d ic t  or d e c is io n  
b e in g  th e  'b e s t  g u e ss ' about the tra n sm itted  m essa g e ,4®
In  the b u s in e ss  o r g a n iz a tio n  th e n o is e  fa c to r  can c o n tr ib u te  to
m iscom m unication a t  v a r io u s  p la c e s  in  th e  com m unication p ro cess  <■ In
th e  in t r o s p e c t iv e  p h ase , fo r  exam ple, i t  i s  p o s s ib le  th a t  a sender who
has had to  make a " b e st  guess"  about a m essage he has p r e v io u s ly
^ c h e r r y , On Human Communication. p . 121 .
4QI b id . .  p . 200 .
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r e c e iv e d  w i l l  co n ce iv e  a f a l s e  need to  com m unicate. In  th e  en cod in g  
p h a se , l ik e w is e ,  n o is e —"perhaps em anating from a n o isy  p ie c e  o f  m achinery— 
can  com ingle w ith  th e m essage the sen d er  i s  en co d in g , th e  r e s u l t  b e in g  
t h a t  th e  r e c e iv e r  w i l l ,  as d id  th e  sen d er , have to  make a " b e st guess"  
ab ou t m essage c o n te n t when th e  in fe r e n c e  phase i s  reach ed .
Even though n o is e  does e x e r t  in f lu e n c e  on a l l  p h ases o f  communica­
t i o n ,  th e  fa c to r  i s  b e s t  co n sid ered  a s  i t  in f lu e n c e s  tr a n sm iss io n  b eca u se  
h e r e  i s  where i t  makes i t s  i n i t i a l  im p act. For th e se  p u rp o ses, tr a n s ­
m is s io n  i s  v i s u a l i z e d  as th e  p ro cess  by which s ig n a ls  c o n s t i t u t in g  an  
encoded p u rp o siv e  m essage are  p r o je c te d  from th e  sender to  th e  r e c e iv e r .  
T h e r e fo r e , tr a n sm iss io n  i s  co n sid ered  to  occur v ia  th e  human v o ic e ,  as  
when a su p e r v iso r  in  f a c e - t o - f a c e  c o n v e r sa tio n  in s t r u c t s  an em ployee 
a b ou t work req u irem en ts . The sounds p ro jec ted  through sp a ce  to  th e  
em ployee c o n s t i t u t e  s ig n a ls  to  th e em ployee in  th e  form o f  a u ra l word 
sy m b o ls . S im ila r ly ,  tra n sm iss io n  occu rs in  th e  b u s in e ss  o r g a n iz a tio n  
when an em ployee i s  summoned to  th e p a y r o ll o f f i c e  by means o f  th e  
p u b lic  address system  or te le p h o n e .
R ega rd less  o f  th e  tr a n sm iss io n  medium u sed  in  th e b u s in e ss  
o r g a n iz a t io n , p a tte r n s  o f  m iscom m unication emerge which are a t t r i"  
b u ta b le  to  th e  n o is e  f a c t o r .  T his n o is e  i s  g e n e r a lly  a c h a r a c t e r is t ic  
o f  th e  environm ent in  w hich m essages are t r a n s m it t e d .^  Thus the
^ A c t u a l ly  the n o is e  fa c to r  can be sa id  to  e x i s t  when any 
d i s t o r t io n  i s  com ingled w ith  the m essage . For exam ple, th e  f a c ia l  
e x p r e s s io n  o f  a communicator might cau se meaning d i s t o r t io n .  V o ice  
in to n a t io n  can a l s o  in f lu e n c e  word m eaning.
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o f f i c e  manager who e le c t a  to  tra n sm it in s t r u c t io n s  to  a sten o g ra p h er  
w h ile  th e  two are s ta n d in g  c lo s e  to  an o p e r a tin g  t e le t y p e  m achine i s  
a tte m p tin g  to  communicate in  an environm ent w hich i s  con d u cive  to  " b e s t  
g u essin g "  on th e p a rt o f th e  r e c e iv e r .  The busy e x e c u t iv e  con d u ctin g  a 
c o n fere n c e  who a ttem p ts s im u lta n e o u s ly  to  tak e care  o f  an im portant 
m a tter  v ia  th e  con feren ce-room  te le p h o n e  e x te n s io n  runs th e  r i s k  o f  
h a v in g  background c r o ss  t a lk  o f  th e  co n fere n c e  p a r t ic ip a n ts  com ingle  
w ith  th e  m essage he i s  a ttem p tin g  to  tr a n sm it . In  th e se  in s ta n c e s  
n o is e  m ight accou n t fo r  communicatee b eh a v io r  resp o n se  w hich bears no 
resem b lan ce to  th e  resp o n se  a n t ic ip a te d  by th e  com m unicator.
The b u s in e ss  o r g a n iz a tio n  appears to  be e s p e c ia l ly  s u s c e p t ib le  
t o  in f lu e n c e  from n o is e  as com m unication i s  c a r r ie d  on fo r  th e  s e l f -  
e v id e n t  rea so n  th a t  th e t y p ic a l  firm  i s  a n o is y  p la c e  in  both  i t s  
a d m in is tr a t iv e  o f f i c e s  and i t s  p la n t .  W ith n o is e  abatem ent in  the  
b u s in e s s  o r g a n iz a t io n , th e r e  undoubted ly  tends to  come l e s s  raiscom- 
m u n ica tio n  a t t r ib u t a b le  to  th e  n o is e  f a c t o r .  However, even  th e  most 
e n t h u s ia s t i c  n o is e  abatem ent program i s  n o t l i k e l y  to  su cceed  in  
t o t a l l y  e l im in a t in g  n o is e  from th e b u s in e ss  environm ent.
The In fe r e n c e  Phase
The f o c a l  p o in t  o f  any in s ta n c e  o f  p u rp o siv e  com m unication in  
th e  b u s in e ss  o r g a n iz a t io n  i s  th e  com m unicatee. To the e x te n t  th a t  th e
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r e c e iv e r ' s  b eh av ior c h a n g e s^  to  conform to  the p a tte r n  a n t ic ip a te d  by 
th e  sen d er , pu rp osive  communication can be sa id  to  be s u c c e s s f u l .  A 
change in  th e  r e c e iv e r ' s  b eh av ior  p a tte r n  w hich does n o t conform  to  the 
resp o n se  a n t ic ip a te d  by th e  sen d er marks an in s ta n c e  o f  u n su c c e ss fu l  
p u rp o siv e  com m unication. In  th e  l a t t e r  in s ta n c e  i t  shou ld  be n oted  th a t  
th e r e  can be no denying the f a c t  th a t com m unication, u n su c c e ss fu l  
though i t  may b e, has occurred b ecau se , under th e c ircu m sta n ce s , 
e x p r e s s io n  has been  tra n sm itted  betw een two i n t e l l e c t u a l  e n t i t i e s .  
E vidence o f  th e occu rren ce o f  com m unication i s  in h ere n t in  th e  f a c t  th a t
I  ^th e  r e c e iv e r  responded to  th e  e x p r e s s io n  or s t im u lu s . B ecause o f  the  
need to  tak e n o te  o f  whv m iscom m unication occurs in  th e  firm , in s ta n c e s  
o f " u n su ccessfu l"  in form ation  tr a n s fe r  should  not be c u r t ly  d ism is se d  as 
"no" com m unication.
Up to  t h is  p o in t , t h i s  c h a p te r 's  c o n s id e r a t io n  o f  the n a tu re  of 
b u s in e ss  communication has co n cen tra ted  p r im a r ily  on th e s e n d e r 's  
r e a c t io n  to  th e fa c to r s  which c o n d it io n  th e p ro cess  in  the in t r o s p e c t iv e ,
^ A s  used h e r e , b eh av ior change can be t a c i t  ( a s ,  fo r  exam ple, 
a ca se  in  which an em ployee in  resp on se  to  an e x p r e s s io n  co n tin u es  
d o in g  a job  in  th e same manner) or o v er t (a s  in  th e  case  where an 
em ployee m o d ifie s  beh av ior to  perform  a j o b ) .
43N othing h ere  should  be con stru ed  to  mean th a t  com m unication  
o ccu rs when th e r e  i s  a b lock a g e  o f  one o f th e  phases o f  the p r o c e s s .
The n o is e  fa c to r  j u s t  d is c u s se d , fo r  exam ple, might account fo r  a 
t o t a l  b lock age o f th e  tr a n sm iss io n  phase, w ith  th e sen d er h av in g  no 
know ledge th a t b lock age  has occu rred . Under such c ircu m sta n ces no 
e x p r e s s io n  i s  r e c e iv e d  by th e  r e c e iv e r  to  c o n s t i t u t e  a s tim u lu s  fo r  
b eh a v io r  change; thus no com m unication has occu rred .
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e n c o d in g , and tr a n s m is s io n  p h a se s .  T h is  c o n c e n tr a t io n  i s  j u s t i f i e d  b e ­
ca u se  in  th e  f i r s t  th r e e  p h a ses  o f  th e  p r o c e ss  th e  sen d er  d o m in a tes .
I t  i s  he who r e c o g n iz e s  th e  need to  com m unicate, s e l e c t s  th e  sym bols to  
encode th e  m essa g e , and s e l e c t s  th e  medium fo r  t r a n s m it t in g  th e  m essa g e . 
In  th e  in fe r e n c e  phase now to  be d is c u s s e d ,  how ever, th e  r e c e iv e r  comes 
to  th e  fo r e f r o n t  t o  d i c t a t e  th e  s u c c e s s  or f a i l u r e  o f  a g iv e n  in s ta n c e  
o f  p u rp o siv e  com m unication .
Why c a l l  th e  f in a l  p h ase  o f  th e  com m unication  p r o c e ss  th e
in fe r e n c e  phase? Why n o t c a l l  i t  th e  o b s e r v a t io n a l  phase?  These
q u e s t io n s  d e s e r v e  a t  l e a s t  b r i e f  c o n s id e r a t io n .
The in fe r e n c e  phase o f  p u rp o siv e  b u s in e s s  com m unication i s  
c h a r a c te r iz e d  by th e  r e c e i v e r ’ s ex p o su re  to  a s t im u lu s  in  th e  form  
o f  a m essage j u s t  a s  th e  se n d e r  i s  exp osed  to  s t im u l i  in  th e  in t r o ­
s p e c t iv e  p h a se . In  some in s t a n c e s ,  t h i s  exp osu re  r e s u l t s  in  d ir e c t  
o b s e r v a t io n , a c o n d it io n  in  w hich  th e  r e c e iv e r  can  respond  e x c l u s i v e ly
on th e  b a s is  o f  ob served  f a c t .  A s u p e r v is o r ,  fo r  exam ple, m ight
p la c e  a s p e c i f i c  wrench in  a w o rk er 's  hand and p o in t  to  a s p e c i f i c  
nut w h ile  s a y in g , "Take t h i s  wrench and lo o s e n  t h is  n u t .” Under su ch  
c ircu m sta n ce s  th e  worker c o u ld  o b serv e  e x t e n s io n a l  o b j e c t s _ _ th e  s p e c i f i c  
w rench and th e  s p e c i f i c  n u t— and resp on d  a c c o r d in g ly .  H is r e sp o n se  in  
such  a c a se  m ight be s a id  to  be b ased  p r im a r ily  on o b s e r v a t io n .  But
th e r e  i s  rea so n  to  b e l i e v e  th a t  m ost p u rp o siv e  com m unication  in  th e  
firm  i s  dep en d en t upon i n f e r e n t i a l  r e sp o n se  r a th e r  than  o b se r v a ­
t io n a l  r e s p o n s e . Thus in  th e  in s ta n c e  j u s t  c i t e d  th e  s u p e r v is o r  w ould  
be more prone to  sa y  to  th e  w orker, "Go g e t  a q u a r te r - in c h -o p e n -e n d
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w rench and lo o s e n  the s e t  n u t on th e  chuck b rack et o£ the d r i l l  p r e s s ."  
In  such  a c a se  th e  worker would respond  i n f e r e n t i a l l y — th a t i s ,  to  
conform  to  m eanings he p la ced  upon words ra th er  th an  to  o b se r v a t io n  o f  
c o n c r e te  m otion s and o b j e c t s .
I t  i s  su b m itted  th a t  in fe r e n c e  accou n ts fo r  th e  v a s t  m a jo r ity  o f  
r e sp o n se s  grow in g  out o f  p u rp osive  com m unication in  th e  b u s in e s s  o rgan i­
z a t io n  when i n t e l l e c t u a l  e n t i t i e s  a r e  lin k e d . Thus th e f i n a l  phase o f 
p u rp o siv e  com m unication i s  a p p r o p r ia te ly  d e s ig n a te d  as th e  in fe r e n c e  
p h a s e .
4lL  o v erv iew  o f th e  in fe r e n c e  p h a se . There i s  a d i s t i n c t  s im i­
l a r i t y  among fa c t o r s  c o n d it io n in g  th e  in tr o s p e c t iv e  and in fe r e n c e  
p h a ses  o f com m unication in  the f irm . As p o in ted  out e a r ly  in  t h i s  
c h a p te r , b ia s  and p r e ju d ic e  c o n d it io n  th e  s e n d e r 's  r e a c t io n s  in  th e  
in t r o s p e c t iv e  p h ase . S im ila r ly ,  b ia s  and p r e ju d ic e  c o n d it io n  th e  
r e c e iv e r ' s  r e sp o n se  to  a p u rp osive  m essage. Thus th e  r e c e iv e r  has a 
p r e d is p o s i t io n  n ot to  " see"  or "hear" when th a t w hich  th e sen d er  
e x p e c ts  him to  s e e  or h ear runs co n tra ry  to h is  p r e d is p o s i t io n  t o  a c t .  
S im ila r ly ,  th e  r e c e iv e r  i s  prone to  co n fu se  h is  "word" w orld ( s e e  pages 
4 8 -5 0 )  w ith  th e  " rea l"  or e x te n s io n a l  w orld when he i s  exposed  to  a 
p u rp o siv e  m essage couched in  w o r d s - - ju s t  as i s  th e  sen d er when he 
a ttem p ts  to  en cod e a p u rp o siv e  m essa g e . These f a c t o r s  and th e  o th er  
c o n d it io n in g  f a c to r s  d is c u s s e d  e lse w h e r e  in  t h i s  ch ap ter  h e lp  account 
f o r  the em ergence o f  m iscom m unication in  the in fe r e n c e  p h ase , th e  
r e a so n  b ein g  th a t  t h is  phase in v o lv e s  human r e a c t io n  to  s t im u l i  j u s t  as
do th e  in t r o s p e c t iv e  and encod ing p h a se s .
Thus an overv iew  o f  th e  in fe r e n c e  phase o f  com m unication, th e  
phase in  w hich th e r e c e iv e r  decodes th e  p u rp o siv e  m essage fo r  purposes  
o f  r e sp o n se , r e v e a ls  th e  communicatee to  be a human e n t i t y  who i s  
a f f e c t e d  by th e  same human f r a i l t i e s  as i s  th e  communicator. N on eth e­
l e s s ,  th e r e  are  c e r ta in  c o n d it io n in g  fa c to r s  w hich  should  be co n s id ered  
h e r e  th a t  r e l a t e  s p e c i f i c a l l y  to  th e  in fe r e n c e  p h a se -a n d -h e lp  e x p la in  
com m unication in  th e  f ir m .
Source c o n s id e r a t io n  by th e com m unicatee. Employee A, a peer  
o f  Employee B in  a b u s in e s s  o r g a n iz a t io n , can encode a m essage to  
Em ployee B to  th e  e f f e c t  th a t Employee B sh ou ld  perform  h is  jo b  a 
c e r t a in  way, and th e r e  i s  no r e sp o n se  to  th e m essage on th e p a rt o f  
Em ployee B. Employee B 's  f a i lu r e  to  respond , o f  cou rse , can be a t t r i ­
b u ted  t o  h is  c o n s id e r a t io n  o f th e  so u rce  of th e  e d i c t .  Thus i t  i s  not 
uncommon in  th e  firm  when such in s ta n c e s  o f m iscom m unication o ccu r  to  
h ear em ployees say  such th in g s  a s ,  "Who's hg. to  t e l l  me what t o  do?"
In  a s im ila r  com m unication environm ent, how ever, Employee D 
m ight respond to  an e d ic t  from Employee C by perform ing h is  jo b  in  the  
manner d ic t a t e d  by h is  p e e r , th e r e a so n  b ein g  th a t  rapport e x i s t s  
betw een  the two in  w hich Employee D c o n s id e r s  Employee C to  be a sou rce  
o f  w orth w h ile  in fo rm a tio n  about how th e  job sh o u ld  be done. In  such an 
in s ta n c e  th e r e  i s  no n e c e ssa r y  a s s o c ia t io n  o f  a form al a u th o r ity  r e l a ­
t io n s h ip  w ith  th e com m unicative l i n k  o f the two em ployees. Em ployee C 
m ight in  f a c t  be th e  in fo rm a tio n  c e n te r  fo r  a number o f em ployees  
perform ing s im ila r  w ork. The em p lo y ees' group a ccep ta n ce  o f  Employee C
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as a source o f  wisdom about how a c e r ta in  job  in  the b u s in e ss  o r g a n iz a ­
t i o n  should  be done e s t a b l i s h e s  him  in  fa c t  a s  an in form al sou rce o f  
in fo r m a tio n  about job  p erform ance. The consequence o f  an em ergence o f  
su ch  a com m unication c e n te r  m ight b e , o f c o u r se , th a t a l l  em ployees in  
th e  group a re  perform ing  t h e ir  jo b s  in c o r r e c t ly .  A c c o r d in g ly , a s e r io u s  
problem  o f m iscom m unication m ight e x i s t .
The tr u th  to  be c o n s id ered  h ere  i s  th a t  the in fe r e n c e  phase o f  
com m unication a c t u a l ly  in v o lv e s  more than r e c e iv e r  resp o n se  to  spoken  or 
w r it t e n  sym bols which have been tr a n sm itte d  to  him. A fa c t o r  which  
s i g n i f i c a n t l y  c o n d it io n s  th e  in fe r e n c e  phase i s  th e  r e c e iv e r ' s  r a t io n a l  
or i r r a t io n a l  c o n s id e r a t io n  o f th e  sou rce  o f  th e  m essage. Even in  an  
in s ta n c e  in  w hich com m unicative sym bols carry  c le a r  meaning to  th e  
r e c e iv e r ,  th e r e  i s  no c e r ta in ty  th a t  h is  re sp o n se  w i l l  conform  to  th a t  
a n t ic ip a t e d  by th e  se n d e r .
T h is c o n d it io n in g  fa c to r  undoubted ly  h e lp s  accou n t fo r  p a tte r n s  
o f  m iscom m unication w hich  emerge in  th e b u s in e s s  o r g a n iz a tio n  when, fo r  
exam p le, a s t a f f  a s s i s t a n t  en co u n ters  d i f f i c u l t y  in  o b ta in in g  in form a­
t i o n  or when a new s u p e r v is o r , promoted from w ith in  ( t o  th e  je a lo u s  
dism ay of h i s  former c o -w o r k e r s ) , en co u n ters  d i f f i c u l t y  in  g e t t in g  h is  
in s t r u c t io n s  " ca rr ied  o u t ."  Standards o f  com m unication p resen ted  in  
C hapter IV o f  the t h e s i s  take such  p a tte r n s  o f  m iscom m unication in to  
co n s  id e r a t  i o n .
Communicatee r e sp o n se  fo r  a c c e p ta n c e . In fe r e n c e s  drawn by th e  
com m unicatee in  the b u s in e s s  o r g a n iz a t io n  a re  l i k e l y  to  be in f lu e n c e d  
s i g n i f i c a n t l y  by what m ight be c a l le d  th e  " accep tan ce"  f a c t o r .
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T h is fa c to r  can be d e fin e d  as a tendency fo r  th e  communicatee to  respond  
to  a m essage in  the manner which a ssu re s  him o f g r e a te s t  accep tan ce  by 
th o se  members o f  th e  o r g a n iz a tio n  whose accep ta n ce  he i s  s e e k in g . As 
i s  r ev e a led  in  Chapter I I I  o f  t h i s  t h e s i s ,  th e  in d iv id u a l member o f  th e  
b u s in e ss  o r g a n iz a tio n  (w hether he be o p e r a tiv e  em ployee or manager) must 
c o n s ta n t ly  r e c o n c i le  p erso n a l o b je c t iv e s  w ith  o r g a n iz a tio n a l o b j e c t iv e s .  
H is b a s ic  d r iv e  to  be an in d iv id u a l i s  in  c o n f l i c t  w ith  h is  b a s ic  need  
to  be a p art o f  the o r g a n iz a tio n . In  the area  o f  com m unication t h is  
c o n f l i c t  i s  in t e n s i f ie d  by the f a c t  th a t members o f  th e  o r g a n iz a tio n  
a r e  a c a p t iv e  a u d ien ce .
The " c a p tiv e 11 communicatee who i s  unable to  su b ord in a te  h is  
p erso n a l o b je c t iv e s  to  o r g a n iz a tio n a l o b je c t iv e s  does n o t n e c e s s a r i ly  
respond to  m essages in  th e  f u l l  in t e r e s t s  o f  th e  o r g a n iz a tio n . He 
m igh t, r a th e r , respond in  a manner which fu r th e r s  h is  chances o f  
accep ta n ce  in  the in form al group o f  peop le in  th e  o r g a n iz a tio n  w ith  
whom he p r e fe r s  to  be id e n t i f i e d .  Thus in  a g iv e n  in s ta n c e  in  w hich a 
foreman comments on a p rod u ction  b o tt le n e c k  a t  a c e r ta in  s u p e r v is o r ’s  
p o in t  in  th e  p rod u ction  l i n e ,  th e  su p e rv iso r  m ight a c tu a l ly  slow  produc­
t io n  fu r th e r  because he wants g r e a te r  accep tan ce  by h is  su b o r d in a te s . In  
th e  p r o c e ss , he might p o in t  out to  h is  su b o rd in a te s  th a t th e  foreman was 
ad voca tin g  a "speed up" on the l i n e .
At th e  other extrem e o f th e  accep tan ce  fa c to r  i s  th e  o rg a n iza ­
t io n a l  man, p op u larly  known as th e  "yes" man, whose b eh av ior  in  resp on se  
to  communication i s  a lw ays d esign ed  to  fu r th er  h is  accep tan ce by h is  
s u p e r io r s .  T h is i s  th e  in d iv id u a l who i n t i a l l y  e x e r ts  g r e a t e f f o r t  to
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respond  to  a m essage in  as c lo s e  con form ity  to  th e  m essage a s  p o s s ib le .  
S eem in g ly , t h i s  ty p e  o f  re sp o n se  would mark a h igh  d egree  o f  s u c c e s s  fo r  
a g iv e n  in s ta n c e  o f  com m unication. And such would be th e  ca se  w ere i t  
not f o r  th e f a c t  th a t  th e  " yes"  m a n -- lik e  th e  "no” man j u s t  d is c u s s e d - -  
i s  fr e q u e n t ly  a l s o  an in d iv id u a l who has n ot su b o rd in a ted  p erso n a l 
o b j e c t iv e s  to  o r g a n iz a t io n a l o b j e c t iv e s .  Thus in  h is  z e a l t o  g a in  
a cce p ta n ce  by h is  su p e r io r s  he i s  prone to  "over-respond"  to  a p u rp osive  
m essage . For exam ple, an a m b itio u s s t a f f  man in  a company's departm ent 
o f market r e se a r c h  on b e in g  asked  to  p ro v id e  a r o u t in e  s t a f f  r e p o r t  on 
a c e r t a in  s u b je c t  m ight respond w ith  a form al, a n a ly t ic a l  r e p o r t  which  
d u p l ic a te s  p rev io u s  work done on the s u b je c t .
The h ig h ly  s u b je c t iv e  n a tu re  o f  th e  a cce p ta n ce  fa c to r  l i t e r a l l y  
p rec lu d e s  i t s  measurement in  th e  b u s in e ss  o r g a n iz a t io n . Though 
i n t u i t i v e ,  c o n s id e r a t io n  o f  th e  fa c to r  does prov id e a fu r th e r  under­
s ta n d in g  o f  th e  n a tu re  o f  com m unication in  th e  firm  and prompts r e c o g ­
n i t io n  o f  a need f o r  com m unication stan d ard s d e a lin g  w ith  th e  f a c t o r .
The com m unicatee's d e d ic a t io n  to  c o n sta n c y . Perhaps one o f  th e  
most s t r ik in g  f a c t o r s  in f lu e n c in g  th e  in fe r e n c e  phase o f  com m unication  
in  th e  b u s in e ss  o r g a n iz a t io n  i s  th a t w hich can be a t tr ib u te d  to  human 
p reo cc u p a tio n  w ith  th e i n f a l l i b i l i t y  o f  e x p e r ie n c e . Such th in g s  as 
o r g a n iz a t io n a l r e s i s t a n c e  to  change and i n i t i a l  a n im o s ity  toward new 
e x e c u t iv e s  can u n dou b ted ly  be a t t r ib u te d  a t  l e a s t  in  p art to  th e  fa c t  
th a t  s p e c i f i c  "change" and s p e c i f i c  "new e x e c u t iv e s "  cannot be r e la t e d  
d ir e c t l y  to  e x p e r ie n c e .
Thus in  th e  b u s in e ss  o r g a n iz a t io n  a g iv e n  com m unicatee's
resp o n se  to  a p u rp osive  m essage i s  l i k e ly  to  be in flu en ce d  s i g n i f i c a n t l y
by h is  p s y c h o lo g ic a l " se t ."  As noted  by C herry,
A p erso n 's  p s y c h o lo g ic a l ' s e t '  toward some t a lk ,  s i t u a t io n ,  
o r  communication ev en t depends upon h is  p ast e x p e r ie n c e ,  
upon a h ost o f  p reced in g  ev en ts  which have le d  up to  th a t  
moment. Such a ' s e t '  i s  con sid ered  to  in f lu e n c e  h is  
form ation  o f  a s s o c ia t io n s ,  by b r in g in g  to  bear c e r ta in  
'd eterm in in g  te n d e n c ie s ' and hence in f lu e n c in g  h is  way o f  
o rg a n iz in g  or  e x e c u tin g  th e  ta sk , o r  a f f e c t in g  th e  d egree  
to  which he r e c o g n iz e s  s ig n s ,  or forms p erce p tio n s  in  a 
com m unication e v e n t . ^
G iven the need  to  respond to  a m essage, th e  r e c e iv e r  i s  l i k e l y  
to  c a s t  about fo r  ex p er ien ce  to  r e la t e  to  h is  p a ttern  o f b eh a v io r ,
A la c k  o f  p a st  e x p e r ie n c e  w hich can be r e la t e d  to  th e  p resen t need g iv e s  
r i s e  to  m isg iv in g s  about the resp on se th a t in fe r e n c e  o f th e  m essage  
seems to  in d ic a te  i s  in  ord er.
Commenting on th e p e r s is t in g  " p a lp ab le  fa lla c y "  o f th e  n o tio n  o f  
non-change, Haney c i t e s  a r e la t io n s h ip  betw een the p ro p en s ity  fo r  non­
change and the E n g lish  lan gu age. This r e la t io n s h ip ,  accord in g  to  Haney, 
stems from the f a c t  th a t  "the b a s ic  form and s tr u c tu r e  o f  th e  E n g lish  
language were la id  down in  a n c ie n t  Greece: "Now co n s id er  what l i f e  must
have b een  l i k e  th e n --c o m p a r a tiv e ly  slow , s t a t i c ,  and u n c h a n g i n g . " ^  
There i s ,  comments Haney fu r th e r , an en ticem en t even  in  to d a y 's  dynamic 
environm ent toward "non-change, r e s t ,  and perm anence," an en ticem en t
which i s  p a r t ia l ly  a t t r ib u t a b le  to  the spawning ground o f th e
^ C h e r r y , On Human Communication, p. 273.
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E n g lish  la n g u a g e .4^
T hese o b serv a tio n s  are o f a p r a c t ic a l  s ig n i f ic a n c e  to  an under­
sta n d in g  o f  in d iv id u a l d e d ic a t io n  to  the s ta tu s  quo in  th e  b u s in e ss  
o r g a n iz a tio n . T h is d e d ic a t io n  undoubtedly e x p la in s  why p a tte r n s  o f  
m iscom m unication a r i s e  in  th e o r g a n iz a tio n  when com m unication e f f o r t s  
are d ir e c te d  toward changing th e  o r g a n iz a tio n .
I t  can be con clud ed , a c c o r d in g ly , th a t  th e r e  i s  a need fo r  
com m unication standards in  th e b u s in e ss  o r g a n iz a tio n  w hich , when 
prop erly  u sed , w i l l  a id  in  m in im izing th e  com m unicatee's in h eren t  
o p p o s it io n  to  change. These standards and o th ers  are proposed in  
Chapter IV o f the t h e s i s .
The standards proposed in  Chapter IV a r e , in  g e n e r a l, d er iv ed  
from th e  fa c to r s  c o n d it io n in g  communication w hich are  an a lyzed  in  t h is  
chapter a s  they r e la t e  to  th e in t r o s p e c t iv e ,  en cod in g , tr a n sm iss io n ,  
and in fe r e n c e  phases o f  com m unication. B efore such stand ard s can be 
m ea n in g fu lly  i s o la t e d ,  however, fu r th e r  c o n s id e r a t io n  sh ou ld  be g iv e n  
to  the s p e c i f i c  r o le  o f  and need fo r  communication in  th e b u s in e ss  
o r g a n iz a tio n . T h is r o le  and need are th e  s u b je c t  o f the n ex t ch ap ter  
o f  the t h e s i s ,  Chapter I I I .
4 6 I b id .
CHAPTER I I I
THE ROLE OF COMMUNICATION IN THE BUSINESS ORGANIZATION
The concept o f p u rp o siv e  b u s in e ss  com m unication d ev e lo p ed  in  
Chapter I I  opens a door to  an u n derstan d in g  of j u s t  what th e  r o le  of 
th e  p ro cess  i s  in  the b u s in e s s  o r g a n iz a tio n , th e s u b je c t  o f  Chapter I I I  
of th e  s tu d y . To hold th a t  t h is  r o le  can be un derstood  w ith o u t a 
concom itant understanding o f  the n a tu re  o f  the p r o c e s s  is  t o  s to p  sh o rt  
in  an a p p r e c ia t io n  of how com m unication serves  th e  firm . Thus th is  
ch ap ter  i s  a lo g ic a l  e x te n s io n  o f th e  a n a ly s is  p resen ted  in  Chapter I I .  
Whereas Chapter I I  d ea ls  w ith  human and language fa c to r s  w hich  c o n d it io n  
com m unication, th e  p resen t chapter c o n s id e r s  what m ight be c a l le d  the 
environm ental fa c to r  per s e  th a t c o n d it io n s  communication— t h a t  i s ,  th e  
b u sin e ss  o r g a n iz a tio n  i t s e l f .
I t  sh ou ld  be noted a t  the o u ts e t  th a t t h is  s tu d e n t 's  v iew  of th e  
o r g a n iz a tio n  does not h o ld  i t  to  be an a b s tr a c t  p r o g r e ss io n  o f  l in e s  o f  
a u th o r ity , r e s p o n s ib i l i t y ,  and a c c o u n ta b il i ty .  R ather, th e  v iew  is  h e ld  
th a t a b u s in e ss  o r g a n iz a tio n  i s  a s o c i a l  system  in  which th e r e  is  an 
in t e r a c t io n  o f human b eh a v io r  that d oes not n e c e s s a r i ly  conform  to  such  
p recon ce ived  l i n e s .  A cco rd in g ly , th e  f i r s t  part o f  th is  ch a p ter  
e s t a b l i s h e s  a concept o f th e  firm  as i t  in f lu e n c e s  and is  in f lu e n c e d  by  
in form ation  f lo w . W ith in  t h i s  co n cep t, the firm  i s  v is u a l iz e d  as an 
o b je c t iv e - s e e k in g  e n t i t y  whose su c c e ss  or  f a i lu r e  in  large  measure i s  
dependent upon in form ation  in  the form o f  w r it te n  and spoken words.
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Included  iti t h i s  ch ap ter , th e r e fo r e , i s  an a n a ly s is  o f  the r e la t io n s h ip  
o f communication to  th e  v a r io u s  o b je c t iv e s  which a r e  pursued in  the  
o r g a n iz a tio n a l e n t i t y .  T h is  a n a ly s is  in c lu d e s  a c o n s id e r a t io n  o f the 
p erson a l o b je c t iv e s  o f th e  p eop le  who make up the o r g a n iz a tio n . In  
g e n e r a l, th e f i r s t  major d iv i s io n  o f th e  chapter ta k es  a p o s i t iv e  
approach in  exam ining how in form ation  f lo w  can s e r v e  the o r g a n iz a tio n  
by b r in g in g  id b a lan ce and s t a b i l i t y  a s  the b a s ic  management fu n c tio n s  
o f  p lan n in g , o r g a n iz in g , c o n tr o l l in g ,  and m o tiv a tin g  are c a r r ie d  on.
The second major d iv i s io n  o f th e  chapter s h i f t s  to  a n e g a tiv e  
em phasis in  th a t  i t  exam ines p a ttern s  o f  m iscom m unication in  th e  firm . 
T his s h i f t  in  approach i s  d ic ta te d  by th e  need to  r ec o g n ize  th a t  
com m unication's r o le  i s  n o t e n t i r e ly  p o s i t i v e ,  as ev id en ced  by the  
f a c t  th a t achievem ent o f o r g a n iz a tio n a l o b je c t iv e s  can som etim es be 
thw arted by m iscom m unication. In  t h is  p a rt o f th e  ch ap ter , co n s id e r a ­
t io n  i s  g iv e n  to  some o f  th e  major c a u s e s - - a t t r ib u ta b le  p r im a r ily  to  
th e  impact o f  the o r g a n iz a tio n  on the in d iv id u a l - - o f  m iscom m unication. 
C o n sid era tio n  i s  a ls o  g iv e n  to  the p a tte r n s  which fa u lt y  in form ation  
flo w  might take in  th e  b u s in e ss  o r g a n iz a tio n  and th e  consequences  
o r ig in a t in g  w ith  th e se  p a tte r n s .
The f in a l  major d iv i s io n  of th e  ch ap ter a n a ly z e s  management's 
b a s ic  r e s p o n s ib i l i t y  fo r  in form ation  f lo w  in  the f ir m . T his a n a ly s is  
r e s u l t s  in  a c o n c lu s io n  th a t  th ere  i s  a c r i t i c a l  need in  to d a y 's  
in d u s tr ia l  s o c ie t y  fo r  stand ard s by w hich management can b e t t e r  meet 
i t s  r e s p o n s ib i l i t y  to  communicate e f f e c t i v e l y  by m in im izing in s ta n c e s  
o f  fa u lty  in fo rm a tio n . T h is f in a l  part o f  the ch a p ter  com pletes the
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background a g a in s t  which such stan d ard s, th e  s u b je c t  o f Chapter IV, are  
p r esen ted .
I .  THE IMPACT OF COMMUNICATION ON THE BUSINESS ORGANIZATION 
As e a r l i e r  p o in ted  ou t in  t h is  s tu d y ,!  communication i s  the  
p ro cess  which l in k s  the components o f  a b u sin e ss  o r g a n iz a tio n  in  the  
p u r su it  o f  p r e sc r ib e d  o b j e c t iv e s .  A c o n s id e r a t io n  o f the concept th a t  
the firm  i s  a s o c ia l  system  r e v e a ls  th e r e la t io n s h ip  betw een t h is  p ro cess  
and th e  o r g a n iz a t io n 's  o b j e c t iv e s .
The B u sin ess  O rgan iza tion  as a S o c ia l System
In  a p ro p er ly  fu n c tio n in g  b u s in e ss  firm , th e  p eop le  assem bled are  
c h a ra c te r ize d  by a s im i la r i t y  o f in te n t  when the f ir m 's  major g o a ls  are  
co n s id e r e d . The p la n t w orker, the o f f i c e  worker, th e  e x e c u t iv e  and 
oth ers  are  a l l  preoccup ied  w ith  c o n tr ib u tin g  to  th e c r e a t io n  o f  v a lu es  
in h eren t in  the o r g a n iz a t io n 's  products and s e r v ic e s  in  order th a t the  
firm  m ight s u r v iv e . This s im i la r i t y  o f in te n t  c a r r ie s  w ith  i t  an in t e r -  
d e p e n d e n c e --a ttr ib u ta b le  to  d iv is io n  o f la b o r —on th e part o f the  
in d iv id u a ls  who make up th e  o r g a n iz a tio n . I t  i s  n ot u n r e a l i s t i c  to  
compare t h is  in terd ep en d en ce to  th a t w hich e x i s t s  in  any sphere o f  
s o c i e t y - - a  church, fo r  exam ple, or a m u n ic ip a lity .  J u st as c i t i z e n s  o f  
a m u n ic ip a lity  a re  dependent one upon th e o th er  to  support a system  o f
p u b lic  s c h o o ls ,  so  i s  Worker A dependent upon Worker B in  a s p e c i f i c  
company fo r  a m utual c o n tr ib u t io n  o f tim e and e f f o r t  toward th e  c r e a t io n
^See d is c u s s io n  on page 28.
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o f th e  v a lu e s  which are n ecessa ry  fo r  th e company's s u r v iv a l .
S im ila r ity  o f in te n t  and in terd ep en d en ce , w hich make p o s s ib le  th e  
d e s ig n a t io n  o f  a b u s in e ss  firm  as a s o c ia l  o r g a n iz a tio n , are  r e f l e c t e d  in  
t h is  b e h a v io r ia l s c i e n t i s t ' s  d e f in i t io n :
A s o c ia l  o r g a n iz a tio n  i s  a co n tin u in g  system  of 
d if f e r e n t ia t e d  and coord inated  human a c t i v i t i e s  
u t i l i z i n g ,  tran sform in g , and w eld in g  to g e th e r  a 
s p e c i f i c  s e t  o f  human, m a te r ia l,  c a p i t a l ,  id e a t io n a l ,  
and n a tu ra l reso u rce s  in to  a un iq u e, p ro b lem -so lv in g  
w hole engaged in  s a t i s f y in g  p a r t ic u la r  human needs in  
in te r a c t io n  w ith  oth er system s o f human a c t i v i t i e s  
and reso u rce s  in  i t s  env ironm ent.2
Of in t e r e s t  to  t h i s  study  i s  th e fa c t  th a t th e  in d iv id u a l c o n s t i ­
tu t in g  a fir m  d id  n ot o r ig in a l ly  j o in  th e  o r g a n iz a tio n  in  a s t a t e  o f  
in t e n t  conform ing to  th a t  o f  o th er  p a r t ic ip a t in g  in d iv id u a ls .  Nor were 
th e s e  in d iv id u a ls  in  a s t a t e  o f dependency on the a lrea d y  e x i s t i n g  com­
ponents o f th e  o r g a n iz a tio n .
C onform ity o f  in te n t  and th e d iv i s io n  o f  la b o r  which e s t a b l is h e s  
in terd ep en d en cy  are r e la te d  to  communication in  th e s o c ia l  b u s in e ss  
o r g a n iz a tio n . I t  i s  t h is  p ro cess  which b rin gs about conform ity  o f  
in te n t  through th e e s t a b l is h in g  and se c u r in g  accep tan ce  o f o r g a n iz a tio n a l  
o b j e c t iv e s .  And com m unication i s  th e  p rocess which makes p o s s ib le  th e  
s a t i s f a c t i o n  o f  th e d ic t a t e s  o f in terd ep en d en cy .
I t  i s  subm itted  h ere , th e r e fo r e , th a t communication i s  th e  
p ro cess  which:
Mason H aire ( e d . ) ,  Modern O rgan ization  Theory: & Svmposium of
th e  Foundation  fo r  R esearch on Human B ehavior (New York: John W iley &
Sons, I n c . ,  1 9 5 9 ), p. 37 .
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1. E s ta b lis h e s  o v e r a l l  o r g a n iz a tio n a l o b j e c t iv e s ,  th e  s u c c e s s fu l  
p u r s u it  o f w hich  c o n s t i t u t e s  su r v iv a l o f th e  firm ;
2. F u ses  the in d iv id u a l p e r s o n a lity  in to  the form al o rg a n i­
z a t io n  in  such  a way th a t  he su b ord in a tes p erso n a l 
o b je c t iv e s  to  o v e r a ll  o r g a n iz a tio n a l o b je c t iv e s ;  and
3 . P rov id es th e means by w hich  the in d iv id u a l e x p r e s se s  
h i s  s im i la r i t y  o f  in te n t  and e x e r c is e s  h is  dependence  
upon other o r g a n iz a t io n a l components, thus b r in g s  
b a la n ce  and s t a b i l i t y  t o  th e  firm .
O r g a n iza tio n a l o b j e c t iv e s . Management l i t e r a t u r e  r e f l e c t s  l i t t l e  
agreem ent among a u t h o r it ie s  as to  what c o n s t itu te s  th e  s p e c i f i c  o b je c ­
t iv e s  o f  a b u sin ess  o r g a n iz a tio n . I t  would be beyond th e  scope o f  t h i s  
study to  d e lv e  in to  th e  d iverg en cy  of o p in io n  on t h is  s u b je c t .  Thus the  
approach taken  here i s  one w hich r e c o g n iz e s  th a t a f ir m  a t a g iv e n  tim e 
does not pursue a s i n g l e  o b j e c t iv e - - p r o f i t ,  fo r  exam ple.^  Nor does the  
approach taken  here in co r p o r a te  a n o tio n  th a t  th ere  i s  i n f l e x i b i l i t y  o f  
the o b je c t iv e s  o f  th e  firm . Thus, as v is u a l iz e d  h e r e , a s p e c i f i c  
o r g a n iz a tio n  at any one tim e m ight pursue se v e r a l o b je c t iv e s  o f a t  
l e a s t  an in term ed ia te  n atu re , any or a l l  o f  which m ight change to
^The p o in t m igh t w e ll be taken  th a t a f irm 's  econom ic rea so n  fo r  
b e in g -- th u s  i t s  s i n g l e  o b j e c t iv e - - i s  p r o f i t .  I t  sh o u ld  be noted th a t  
t h is  p o in t  i s  not under c r i t ic i s m  h ere . The p o s it io n  taken  here i s  th a t  
a t  a g iv e n  time a b u s in e s s  o r g a n iz a tio n  pursues a v a r ie t y  o f o b j e c t iv e s ,  
a l l  of w hich u lt im a te ly  might have the e f f e c t  o f c o n tr ib u t in g  to  th e  
lo n g -ru n  p r o f i t  o b j e c t iv e  o f th e  firm . W ith in  th is  v ie w , fo r  exam ple, 
a b u s in e ss  on a g iv e n  day m ight be pursuing o b je c t iv e s  to  improve i t s  
m anufacturing p r o c e s s e s ,  improve lab or  r e la t io n s ,  a v o id  a th rea ten ed  
a n t i - t r u s t  a c t io n , low er p r ic e s  or r a is e  p r ic e s t etc„
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conform  to  the d i c t a t e s  o f  an in s t a n t  o f  t im e . For exam ple, in  a g iv e n  
f i s c a l  y ea r  a b u s in e s s  m ight number among i t s  o b j e c t iv e s  one o f  
expanding i t s  m arket g e o g r a p h ic a l ly .  However, as th e f i s c a l  y ea r  
a d v a n ces , management“-r e a s o n in g  from econom ic in d ic a t o r s ““m ight 
co n c lu d e  th a t th e  tim e i s  n o t p r o p it io u s  fo r  m arket ex p a n sio n  and 
abandon th a t  o b j e c t iv e  in  fa c o r  o f  an o b j e c t iv e  o f  s t im u la t in g  through  
a d v e r t is in g  th e p r e s e n t  m arket.
The m u l t ip l i c i t y  o f  an o r g a n iz a t io n 's  o b j e c t iv e s  p lu s  th e  f l e x ­
i b i l i t y  o f  the o b j e c t iv e s  d i c t a t e s  a need fo r  c o n tin u in g  com m unication  
in  th e  f ir m . C on tin u in g  com m unication i s  th e  means by w hich th e  e f f o r t s  
o f  th e  components o f  th e  o r g a n iz a t io n  are  u n if ie d  in  th e  p u r su it  o f  
o v e r a l l  o b j e c t iv e s .  Media through  which t h i s  type o f  in fo rm a tio n  flo w  
m ight be ca r r ie d  on ranges from d a i ly  or w eek ly  c o n fe r e n c e s  o f  top  
a d m in is tr a to r s  to  p e r io d ic  b u l l e t i n s  to  foremen; and s u p e r v is o r s .  To 
th e  e x te n t  th a t ea ch  component^ o f  th e  o r g a n iz a t io n  i s  a p p r ised  c l e a r ly  
o f  o b j e c t iv e s  to  b e pursued, th e r e  can be u n ity  o f  a c t io n  in  th e  
e f f o r t s  to  secu re  th e  o b j e c t iv e s .
Ralph Co D a v is  c o n c e iv e s  th e  o b j e c t iv e s  o f  a b u s in e ss  o r g a n iz a ­
t io n  to  be o f two broad ty p es: (1 ) prim ary s e r v ic e  o b j e c t iv e s - - t h e
c r e a t io n  o f  econom ic v a lu e s  to  se r v e  i t s  cu sto m ers, and (2 ) c o l l a t e r a l  
s e r v ic e  o b j e c t iv e s — th e  v a lu e s  th e  b u s in e ss  o r g a n iz a t io n  s u p p lie s  to
^In the s e n s e  used h e r e , a component m ight be a d iv i s i o n ,  a 
dep artm en t, a work group, or an in d iv id u a l in  th e  o r g a n iz a t io n . The 
e x p r e s s io n  in c lu d e s ,  a s a p p r o p r ia te , th e  equipm ent and o th e r  r e so u r c e s  
w ith  w hich  a component c a r r ie s  on i t s  fu n c t io n s .
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groups th a t  are  a p a rt o f  or a s s o c ia t e d  w ith  i t . '*  W ith in  th e  D avis  
con cep t o f  o b j e c t iv e s ,  th e r e  i s  an in t e r r e la t io n s h ip  betw een  th e  o b je c ­
t i v e s  pursued  by th e  o r g a n iz a t io n  to  s e r v e  i t s  custom ers and th e  o b je c ­
t i v e s  pursued  in  th e  o r g a n iz a t io n  to  se r v e  i t s  com ponents. D avis r e c o g ­
n iz e s ,  fo r  exam ple, th a t  in  a b u s in e s s  o r g a n iz a t io n  c o l l a t e r a l  o b j e c t iv e s  
can  be e le v a te d  to  ta k e  p reced en ce  over prim ary s e r v ic e  o b j e c t iv e s ,  th e  
con seq u en ce o f  w hich i s  a fundam ental change in  th e  m is s io n  o f  th e  f ir m . 
Thus th e  s u r v iv a l  o f  th e  firm  i s  undoubted ly  dependent upon th e  m ain­
ten an ce o f  th e  prim ary s e r v ic e  o b j e c t iv e s  to  th e  su b o r d in a tio n  o f  
c o l l a t e r a l  p erso n a l o b j e c t iv e s .6
Communication p ro v id es  th e  means by w hich th e  components o f  th e  
firm  id e n t i f y  th e  ach ievem ent o f  primary s e r v ic e  o b j e c t iv e s  w ith  th e  
ach ievem en t o f  c o l l a t e r a l  s e r v i c e  o b je c t iv e s *  For exam ple, in fo rm a tio n  
flo w  b etw een  lab or  and management was th e  means a few y ea rs  ago by w hich  
workers in  a la r g e  a u to m o b ile  p la n t  agreed  to  a r e d u c t io n  in  wages w hich  
h elp ed  a s s u r e  th e  p la n t* s  c o n tin u ed  p u r s u it  o f  prim ary s e r v ic  o b je c ­
t i v e s .  A c c e p tin g  th e  a ssu m p tion  th a t w orkers a re  in c l in e d  toward 
h ig h er  w ages (a c o l l a t e r a l  o b j e c t iv e  pursued in  th e  f ir m ) ,  i t  i s  su b ­
m itted  t h a t  t h i s  was an in s ta n c e  in  w hich th e r e  was a su b o r d in a tio n  o f
% or a com plete d is c u s s io n  o f  th e D av is  co n cep t o f  o b j e c t iv e s ,  
s e e  C hapter IV, Xb& Fundam entals o£  lop. Management, p p . 9 0 -1 2 6 .
^An i l l u s t r a t i o n  o f  v i o l a t i o n  o f  t h i s  p r in c ip le  o f  primacy o f  
o r g a n iz a t io n a l o b j e c t iv e s  w ould be a ca se  in  w hich th e  board o f  d i r e c ­
to r s  o f  a c o r p o r a tio n  d e c la r e d  a d iv id en d  w hich  made im p o ss ib le  th e  
a c q u is i t io n  o f  e f f i c i e n c y  w hich  would b e s t  a s su r e  a tta in m en t o f  prim ary  
s e r v ic e  o b j e c t iv e s .
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p erso n a l o b je c t iv e s  to  th e prim acy o f o r g a n iz a tio n a l o b je c t iv e s  in  order  
th a t  the o r g a n iz a tio n  m ight be s u s ta in e d .
I t  can be noted  h ere th a t  proper e s ta b lish m e n t o f  o r g a n iz a tio n a l  
o b je c t iv e s  i s  a fu n c tio n  o f in form ation  f lo w . Communication p rovid es  
th e means by which components o f  th e firm  are made co n tin u o u sly  aware o f  
th e  n atu re o f th e  m u lt ip l i c i t y  o f o b je c t iv e s  b ein g  pursued by th e organ­
iz a t io n a l  e n t i t y  and how component o b je c t iv e s  c o n tr ib u te  to  th e se  over­
a l l  o b j e c t iv e s .  Thus th e  broad r o le  o f com m unication in  th e firm  i s  to  
e s t a b l i s h  o b je c t iv e s  and provide fo r  t h e ir  a tta in m en t. At th e same 
t im e , th e r e  i s  a c o r o l la r y  need fo r  communication to  promote id e n t i t y  o f  
prim ary s e r v ic e  o b je c t iv e s  w ith  c o l la t e r a l  p erson a l o b j e c t iv e s .  A con­
s id e r a t io n  o f  t h is  need o f  com m unication e n t a i l s  an exam ination  o f  the  
im pact o f th e  form al b u s in e ss  o r g a n iz a tio n  on the in d iv id u a l p e r s o n a lity  
who i s  a p art o f  th a t o r g a n iz a tio n .
The form al o r g a n iz a tio n  and the in d iv id u a l . In Chapter I I  o f th e  
stu d y  ( s e e  e s p e c ia l ly  pages 3 2 -51 ) r e c o g n it io n  i s  g iv e n  p r im a rily  to  
c e r ta in  sem an tic  fa c to r s  which h e lp  account fo r  the behavior o f  the  
in d iv id u a l in  the b u s in e ss  o r g a n iz a tio n  as he r e a c ts  to  in form ation  f lo w .  
A fu r th e r  c o n s id e r a t io n  o f the in d iv id u a l r e v e a ls  th a t h is  r e a c t io n  to  
com m unication in  the firm  i s  a l s o  co n d itio n ed  by th e impact o f the  
form al o r g a n iz a tio n  on h is  p e r s o n a lity .
The o b je c t iv e s  o f  the form al b u s in e ss  o r g a n iz a tio n  are embodied 
in  the o v e r a l l  p lan by which th e  o r g a n iz a tio n  seek s to  p erp etu a te  i t s e l f .  
I t  can be s a id  th a t th e firm  se c u r e s  i t s  g o a l o f p erp e tu a tio n  to  the 
e x te n t  th a t o r g a n iz a tio n a l components conform  to  t h is  o v e r a ll  p la n .
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S ig n if ic a n t  among th e s e  components i s  th e  human fa c to r ,  or, as p o in ted  
out by A r g y r is , the " p a r t ic ip a n ts :"
The p a r t ic ip a n ts ,  however, are  human b e in g s who are  
th em selv es  l i v in g  organism s w ith  th e ir  own 'grand s t r a t e g y 1 
as e x e m p lif ie d  in  t h e ir  a b i l i t i e s ,  n eed s , and g o a ls .  As 
organ ism s, th ey  w i l l  always be s t r iv in g  fo r  s e l f - a c t u a l i z a t io n  
w h ile  behaving as a g en ts  o f th e  o r g a n iz a tio n .^
The in d iv id u a l b r in g s  to  th e firm  a p e r s o n a lity  which i s  p e c u lia r  
to  h im s e lf .  Thus i t  might be sa id  th a t  a form al o r g a n iz a tio n  i s  made 
up o f as many p e r s o n a l i t i e s  as th ere  are p a r t ic ip a n ts  in  th e o rg a n iza ­
t io n .  These p e r s o n a l i t i e s  are s t r iv in g  fo r  s e l f - i d e n t i f i c a t i o n  and fo r  
i d e n t i f i c a t io n  w ith  the o r g a n iz a tio n  c o n c u r r e n tly . P e r so n a lity  d i f f e r ­
en ces  undoubtedly h e lp  account fo r  th e  d iv er g en ce  o f resp on se which the  
in fe r e n c e  phase o f  an in s ta n c e  o f p u rp osive  communication in  the firm  
i s  l i k e l y  to  produce. In an in form ation  flow  s i t u a t io n  in  which organ­
iz a t io n a l  o b je c t iv e s  are b ein g  s e t ,  th e r e fo r e , i t  might be exp ected  
th a t  in d iv id u a l p e r s o n a lity  fa c to r s  w i l l  h e lp  account fo r  th e  o b jec ­
t i v e s '  b e in g  secu red  p a r t ia l l y ,  in  w hole , or n ot a t  a l l .
P e r so n a lity  c h a r a c t e r i s t ic s ,  fo r  exam ple, h e lp  e x p la in  why 
some in d iv id u a ls  are more r e sp o n siv e  to  p e rsu a siv e  in form ation  than  
o th ers .®  Some p e r s o n a l i t i e s  (d escr ib ed  as " to p ic  bound") tend  to  
a c c e p t or r e j e c t  a p o in t o f  view  m erely  on the b a s is  o f a c o n s id e r a t io n
 ^C hris A r g y r is , P e r so n a lity  and O rg a n iza tio n : The C o n f l ic t
Between Svstern and the In d iv id u a l (New York: Harper A B ro th ers , 1 9 5 7 ),
p . 20.
®Lee 0 . Thayer, A d m in is tr a tiv e  Communication (Homewood, I l l i n o i s :  
R ichard D. Irw in , I n c . ,  1 9 6 1 ), p. 193 .
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o f the to p ic  being  d is c u s s e d . O thers (d e sc r ib e d  as " to p ic  fr e e " )  respond
t o  p e r su a s iv e  communication in  a c e r ta in  way b ecau se o f t h e ir  degree o f
a
s u s c e p t i b i l i t y  to  th e type o f  p ersu a sio n  and s o c ia l  in f lu e n c e .  Thus in  
a g iv en  in s ta n c e  in  which th e o r g a n iz a tio n  seek s con form ity  to  organ­
iz a t io n a l  o b je c t iv e s  among i t s  p a r t ic ip a n ts ,  th e se  r e a c t io n s  to  th e com­
m unication  m ight be among th ose  occu rr in g  in  th e  in fe r e n c e  phase:
1 . Some in d iv id u a ls  would perhaps be prone to  respond
con trary  to  th e in te n t  o f  th e  m essage b ecau se they  
w ould id e n t i f y  a l l  m essages r e la t in g  to  o b je c t iv e s  as 
d e v ic e s  to  g e t  them to  a ch ie v e  h ig h er  standards o f  
perform ance. In  o th er  w ords, th e  " to p ic  bound" 
in d iv id u a l’ s p e r s o n a lity  would be prone to  r e j e c t  
c o n s id e r a t io n  o f  the m essage to  any d eg ree .
2 . Some in d iv id u a ls  (" to p ic  free " ) would be prone to
respond in  a con trary  fa sh io n  b ecau se o f t h e ir  r e a c t io n  
to  p e r su a siv e  tech n iq u es used  in  the m essage. For  
exam ple, an in d iv id u a l o f h igh  in t e l l ig e n c e  m ight r e j e c t
th e  m essage becau se o f  the em otion a l appeal on which i t
was based .
T hese i l lu s t r a t io n s  p o in t up the f a c t  th a t when in d iv id u a ls  are  
con fron ted  w ith  a need to  co n s id e r  th e formal o r g a n iz a t io n 's  o b j e c t iv e s ,  
mute accep ta n ce  o f  th e  o b je c t iv e s  i s  n ot n e c e s s a r i ly  secu red . There is
good reason  to  b e l ie v e  th a t the i n i t i a l  r e a c t io n  o f any human b ein g  to
a com m unication s i t u a t io n  i s  one which e n t a i l s  immediate concern over 
th e d ir e c t  e f f e c t  o f the communication on h im s e l f . I d e n t i f ie d  by p sy ­
chology as eg o cen tr ism , t h i s  tendency o f p e r s o n a lity  p la y s  an a cu te  r o le  
in  the a rea  o f  o b je c t iv e  s e t t in g  in  th e  form al b u s in e ss  o r g a n iz a tio n .
There i s  a b a s ic  in a b i l i t y  o f the in d iv id u a l to  d iv o r c e  a
Q
S ee d is c u s s io n  o f the a ccep ta n ce  fa c to r  as i t  c o n d it io n s  the  
in fe r e n c e  phase o f com m unication, pp. 6 0 -6 2 .
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c o n s id e r a t io n  o f  h is  o b je c t iv e s  from th e o r g a n iz a t io n 1s o b j e c t iv e s .  At 
m ost; th ere  can only be a harm onizing o f  the two fa m il ie s  o f  o b je c t iv e s  
in  which th e  in d iv id u a l r ec o g n izes  th a t  he se c u r e s  a p art o f  h is  
o b je c t iv e s  (fo o d  and s h e l t e r ,  fo r  exam ple) by pu rsu ing  th e o b je c t iv e s  o f  
th e  form al o r g a n iz a tio n . Here, th en , i s  the b a s is  fo r  s im i la r i t y  o f  
in t e n t  in  th e  b u sin ess  o r g a n iz a tio n .
Problem s gen erated  by the need  to  harm onize p erson a l and organ­
iz a t io n a l  o b je c t iv e s  a re  compounded by the f a c t  th a t  u s u a l ly  th e form al 
o r g a n iz a tio n  makes i t s  impact on i t s  su pp orting  p e r s o n a l i t ie s  by means 
o f  g e n e r a l i t i e s  ( b u l l e t in  board n o t ic e s  and g en era l d i r e c t iv e s ,  fo r  
exam p le). For purposes o f  th is  a n a ly s i s ,  co n v en tio n a l communication  
media by w hich o b je c t iv e s  are s e t  can be regarded as s ta tem en ts  o f 
g e n e r a l i t i e s  in  th a t th e  media do n o t s p e c ify  how th e  d e t a i l s  o f  a 
g iv e n  o b je c t iv e  w i l l  a f f e c t  the s p e c i f i c  p erso n a l o b je c t iv e s  o f  each  
and every  p e r s o n a lity  in  the o r g a n iz a tio n . T hese c o n v en tio n a l com­
m unication  media can ta k e  the form o f  lon g-ran ge p lann ing r e p o r ts  which  
a re  c ir c u la te d  among top  e x e c u t iv e s  in  the o r g a n iz a tio n , or they  can 
ta k e  the form o f p erso n a l co n v ersa tio n s  between a l i n e  su p e r v iso r  and 
h i s  su b o r d in a te s . The o b je c t iv e  (" to  in cr ea se  ou tp ut by 12% in  th e  
n e x t  s ix  m on ths," for exam ple) i s  a g e n e r a l ity  from the s ta n d p o in t o f  
th e  m essage r e c e iv e r  in  th e  in fe r e n c e  phase o f  com m unication. The 
chore of r e c o n c il in g  th e  o r g a n iz a t io n 's  o b je c t iv e s  w ith  h is  own is  
la r g e ly  l e f t  up to  him . In the p ro cess  o f e x tr a c t in g  from the  
g e n e r a l i t y ,  th e  in d iv id u a l i s  undoubtedly in f lu e n c e d  by p a r t ic u la r
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f a c e t s ! 0 o f  h i s  p e r s o n a l i t y .  Should th e s e  p e r s o n a lity  f a c e t s  d i c t a t e  
non-conform ance to  o r g a n iz a t io n a l o b j e c t iv e s ,  the in d iv id u a l ' s  p e r so n a l  
o b j e c t iv e s ! !  m ight p r e v a il  in  v io l a t io n  o f  th e  primacy o f  o r g a n iz a t io n a l  
o b j e c t iv e s .  The i n a b i l i t y  o f  p erson s w ith in  th e  o r g a n iz a t io n  to  su b ­
o r d in a te  p erso n a l to  o r g a n iz a tio n a l o b j e c t iv e s  r e s u lt s  i n  a break ing  
down o f  th e  o r ig in a l  s tr u c tu r e  and m is s io n  o f the o r g a n iz a t io n .!^
A c o n c lu s io n  i s  drawn h ere  th a t  th e  most b a s ic  r o l e  o f communica­
t io n  in  th e  firm  i s  one o f  s e t t in g  o b j e c t iv e s  and s t im u la t in g  c o n fo r ­
m ity  to  the o b j e c t iv e s .  T h is  r o le  i s  c a r r ie d  out e f f e c t i v e l y  to  th e  
e x te n t  th a t  com m unication p r a c t ic e s  r e s u l t  in  u n ify in g  e f f o r t s  o f  th e  
components o f  th e  o r g a n iz a tio n  in  p u r s u it  o f  the prim ary o b je c t iv e s  o f  
th e  form al o r g a n iz a t io n . Thus a com m unication system  w h ich  c o n tr ib u te s  
to  th e  fu s in g  o f  th e  in d iv id u a l p e r s o n a lity  in to  the o r g a n iz a t io n  i s  a 
system  w hich undoubted ly  c o n tr ib u te s  to  o r g a n iz a tio n a l b a la n ce  and 
s t a b i l i t y ,  th e  fa c to r s  n e x t  t o  be d is c u s s e d .
O r g a n iz a tio n a l b a la n ce  and s t a b i l i t y . I t  i s  su b m itted  h ere  th a t  
th e  u lt im a te  e f f e c t  o f  p e r fe c t  com m unication in  the b u s in e s s  o r g a n iz a ­
t io n  would be o r g a n iz a t io n a l b a la n ce  and s t a b i l i t y .  F o r  th e se  p u rp o ses,
!°T h e d e fe n se  mechanisms c i t e d  by A rg y r is  can b e co n sid ered  
f a c e t s  o f  p e r s o n a lity :  a g g r e s s io n , g u i l t ,  d e n ia l ,  r e p r e s s io n ,  o v e r ­
com p en sation , r a t io n a l i z a t io n ,  e t c .  op . c i t . .  pp. 41 f f .
! ! 0 r ,  a s d e sc r ib e d  by R. C. D a v is , " c o l la t e r a l  p e rso n a l 
o b j e c t iv e s ,"  th e  v a lu e s  th a t  in d iv id u a ls  w ith in  the o r g a n iz a t io n  se e k  
to  d i s t r ib u t e  among th e m se lv e s .
^ E xam p les o f  such . b reak in g  down o f th e  o r ig in a l  s tr u c tu r e  and 
m iss io n  o f  o r g a n iz a tio n s  are  se e n  in  th e  recorded c a s e s  in  which 
c o -o p e r a t iv e s  have changed to  c o r p o r a t io n s .
o r g a n iz a t io n a l b a la n ce  can  be d e f in e d  as th a t c o n d it io n  w hich  p r e v a i ls  
in  th e  firm  when o b j e c t iv e s  have been  s e t ,  s i m i l a r i t y  o f  in t e n t  on th e  
p art o f  th e  f ir m 's  p a r t ic ip a n t s  has b een  se c u r e d , and th e  d i c t a t e s  o f  
in terd ep en d en ce  o f  th e  f ir m 's  p a r t ic ip a n t s  a r e  b e in g  m et. O rgan iza­
t io n a l  s t a b i l i t y  can be d e f in e d  a s  th e  ten d en cy  o f  th e  f ir m  to  g r a v i­
t a t e  toward b a la n c e  and to  rem ain in  b a la n c e  on ce such b a la n ce  i s  
a c h ie v e d .
These co n cep ts  o f  b a la n ce  and s t a b i l i t y ,  l i k e  th e co n cep t o f  
pure c o m p e tit io n  in  econom ic a n a ly s i s ,  p ro v id e  a means f o r  under­
s ta n d in g  th e  cu m u la tiv e  e f f e c t  o f  r e a c t io n s  o f  a l l  f o r c e s  and f a c t o r s  
in  th e  firm  as th e r o le  o f  in fo rm a tio n  flo w  i s  c o n s id e r e d . As p o in te d  
ou t e a r l i e r  in  t h i s  ch a p ter  o f  th e s tu d y , com m unication p la y s  i t s  b a s ic  
r o le  in  s e t t i n g  o b j e c t iv e s  in  th e f ir m  and s t im u la t in g  co n fo rm ity  to  
th e  o b j e c t iv e s  on th e  p a r t o f  th e  o r g a n iz a t io n 's  com ponents. S in c e  
o v e r a l l  o b j e c t iv e  d e te r m in a tio n  in  th e  o r g a n iz a t io n  can be regarded  as  
in h e r e n t in  th e  management fu n c t io n  o f  p la n n in g , th e  need  fo r  in f o r ­
m ation  flo w  in  th e  firm  m ight be s a id  to  tr a c e  i t s  r o o ts  to  t h i s  
fu n c t io n .
The management fu n c t io n  o f  o r g a n iz in g  i s  d e d ic a te d  to  s p e c ­
i f y i n g  c o n d it io n s  n e c e s s a r y  to  the a ch ievem en t o f  o b j e c t iv e s  in  th e  
o r g a n iz a t io n .  The c o n tr o l fu n c t io n  i s  d e s ig n e d  to  p ro v id e  fo r  th e  
c o n s tr a in t  and r e g u la t io n  o f  a c t i v i t i e s  in  th e  o r g a n iz a t io n  to  th e  
end th a t th e s e  a c t i v i t i e s  conform  to  p la n s  f o r  se c u r in g  o b j e c t iv e s .
And, f i n a l l y ,  th e  m o tiv a t in g  fu n c t io n  o f  management p r o v id e s  fo r  th e  
s t im u la t io n  o f  o r g a n iz a t io n a l com ponents toward ach ievem en t o f th e
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f ir m 's  o b je c t iv e s
When th e t o t a l i t y  o f  th e  management p r o c e s s --p la n n in g , o r g a n iz in g ,  
c o n t r o l l in g ,  and m o t iv a t in g - - i s  co n s id e r e d , th ere  i s  good rea so n  to  
b e l i e v e  th a t com m unication i s  th e  b a s ic  to o l  by w hich  the p r o cess  i s  
c a r r ie d  on. The r e la t io n s h ip  o f  the t o o l  to  the p r o cess  can be noted  
b r ie f l y ;  (1 ) P la n n in g . Communication p rov id es th e  means by w hich  th e  
manager assem b les th e  n e c e ssa r y  in fo rm a tio n  to  a s c e r t a in  the o b j e c t iv e s  
o f th e  o r g a n iz a tio n . I t  i s  a l s o  th e  p r o cess  by w hich  o b je c t iv e s  are  
made known to  th e  components o f  the f irm . (Here com m unication i s  used  
to  s e t  o b j e c t iv e s . )  (2 ) O rg a n iz in g . The m anager's p la c in g  o f  organ­
iz a t io n a l  components in  proper p rox im ity  fo r  o b j e c t iv e  accom plishm ent 
i s  a fu n c t io n  o f  in fo rm a tio n  f lo w . (Here com m unication i s  u sed  to  
p ro v id e  fo r  accom nlishm ent o f  o b je c t iv e s  by a n t ic ip a t in g  th e in t e r ­
dependence o f  th e  f ir m 's  com ponents.) (3 ) C o n tr o l l in g . Communication 
i s  th e  medium by which standards, are s e t  to  promote accom plishm ent o f  
th e f ir m 's  o b j e c t iv e s .  S im ila r ly ,  in fo rm a tio n  f lo w  f a c i l i t a t e s  
m anagem ent's ch eck in g  a c tu a l o r g a n iz a tio n a l perform ance a g a in s t  such  
s ta n d a r d s . (Here com m unication i s  u sed  to  make p r o v is io n  fo r  component 
co n fo rm ity  to  o b j e c t iv e s . )  (4 ) M o tiv a t in g . Communication i s  th e  to o l  
by w hich  management c o n ta c ts  o r g a n iz a t io n a l components to  promote 
a cce p ta n ce  o f  and optimum perform ance toward the f ir m 's  o b j e c t iv e s .
(H ere com m unication i s  used  to  s t im u la te  s im i la r l t y  o£ in te n t  among
^ C h a p ter  IV e x p lo r e s  in  some d e t a i l  the s p e c i f i c  r e la t io n s h ip s  
o f in fo rm a tio n  f lo w  to  th e  b a s ic  management fu n c t io n s .
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th e  f  ir is ’ s com ponents.)
Through in fo rm a tio n  f lo w , th e  u lt im a te  aim o f  th e  management 
p r o c e ss  i s  to  b r in g  order to  th e  o r g a n iz a t io n . The u lt im a te  p la te a u  o f  
t h i s  ord er , i t  i s  su b m itte d , would be both o r g a n iz a t io n a l b a la n ce  and 
s t a b i l i t y  to  an a b s o lu te  degree o f  p e r f e c t io n .  Under th e se  c o n d it io n s ,  
com m unication would be c a r r ie d  on in  an atm osphere o f  p e r fe c t io n .
o
P lanned  o b je c t iv e s  would be f u l l y  and p e r f e c t ly  known to  a l l  components 
in  th e  firm . There would be p e r fe c t  o r g a n iz a t io n a l r e la t io n s h ip s  among 
th e  components in  th e  p u r su it  o f  th e  planned o b j e c t iv e s .  There would  
be a b s o lu te  co n fo rm ity  o f  a c t io n  among th e components in  th e p u r su it  o f  
th e s e  o b j e c t iv e s .  There would be p e r fe c t  s im i l a r i t y  o f  in te n t  among 
th e  com ponents. And, f i n a l l y ,  th e r e  would be no ten d en cy  toward 
d ep a rtu re  from t h i s  p e r fe c t  b a la n c e .
I t  l o g i c a l l y  fo llo w s  th a t  a p e r fe c t  s t a t e  o f  o r g a n iz a t io n a l  
b a la n c e  and s t a b i l i t y  cou ld  e x i s t  o n ly  under c o n d it io n s  o f  p e r fe c t  com­
m u n ica tio n . Thus th e  o r g a n iz a t io n  c h a r a c te r iz e d  by p e r fe c t  b a la n ce  and 
s t a b i l i t y  would be one in  which no sem an tic  b a r r ie r s  e x i s t e d .  Every 
com m unicator, fo r  exam ple, would e x p e r ie n c e  th e  in t r o s p e c t iv e ,  en co d in g , 
and tr a n sm iss io n  p h ases o f  th e  p r o cess  w ith o u t r e a c t in g  to  such human 
f r a i l t i e s  as b ia s  and p r e ju d ic e ;  and the com m unicator’ s "word" con ­
c e p t io n  o f  th e  e x te n s io n a l  w o r ld ^  would be an e x a c t  r e p r e s e n ta t io n
U Se e  pages 4 8 -5 0  o f  th e  t h e s i s .
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o f th a t  w orld as would th e  com m unicatee's. Under p e r fe c t  com m unication, 
th ere  would b e , m oreover, a t o t a l  ab sen ce o f  the n o is e  f a c t o r  in  th e  
o r g a n iz a tio n , th e  r e s u l t  b e in g  a b s o lu te  and p e r fe c t  tr a n sm is s io n  o f  
m essa g es .
T h is co n tem p la tio n  o f  a s t a t e  o f  o r g a n iz a tio n a l b a la n ce  and 
s t a b i l i t y  as i t  cou ld  be a ch iev ed  through p e r fe c t  com m unication le a d s  
t o  a r e lu c ta n t  c o n c lu s io n  th a t  such a s t a t e  never e x i s t s  in  a s p e c i f i c  
f irm . Im p rec isen ess  o f language a lo n e  would be a s u f f i c i e n t  c o n s id e r ­
a t io n  to  v i t i a t e  a h o ld in g  th a t  such a s t a t e  could  ev er  be secu red .  
However, r e c o g n it io n  o f  th e se  co n cep ts  o f  b a la n ce  and s t a b i l i t y  does  
p rov id e  a g oa l toward w hich com m unication p r a c t ic e s  in  th e  firm  can  be 
d ir e c te d  as th e  management fu n c t io n s  o f  p la n n in g , o r g a n iz in g , c o n t r o l ­
l i n g ,  and m o tiv a tin g  are  c a r r ie d  on.
In  th e f i n a l  a n a ly s i s ,  a c o n s id e r a t io n  o f the b u s in e s s  organ­
iz a t io n  as a s o c ia l  sy stem  r e v e a ls  i t  to  be an a g g r e g a tio n  o f p eo p le  
who have banded to g e th e r  in  a c o o p e r a tiv e  e f f o r t  to  s e c u r e  o rg a n iz a ­
t io n a l  o b j e c t iv e s .  The p e r s o n a lity  fa c t o r  co n sid ered , th e s e  p eo p le  do 
n ot have a n a tu r a l in c l in a t io n  t o  conform  t o  th e o v e r a l l  p lan  by w hich  
th e firm  seek s  to  a c h ie v e  i t s  o b j e c t iv e s .  There i s ,  a c c o r d in g ly , a 
ten d en cy  in  th e  ab sen ce o f  e f f e c t i v e  com m unication toward im balance  
and i n s t a b i l i t y  in  th e firm  as p eo p le  who make up the form al organ­
iz a t io n  f a i l  to  su b o r d in a te  p erso n a l to  o r g a n iz a tio n a l o b j e c t iv e s .  In  
th e  p resen ce  o f  e f f e c t i v e  com m unication, on th e  o th er hand, management 
can e x e r c is e  i t s  fu n c t io n s  o f  p la n n in g , o r g a n iz in g , c o n t r o l l in g ,  and 
m o tiv a tin g  to  the end th a t th ere  i s  a ten d en cy  toward a t  l e a s t
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r e l a t i v e  ba lan ce o f  th e  o r g a n iz a t io n . Then, once t h i s  r e l a t i v e  b a lan ce  
i s  a c h ie v e d , c o n tin u in g  e f f e c t i v e  com m unication as th e  management 
p ro cess  i s  c a r r ie d  on can c o n tr ib u te  to  th e  s t a b i l i t y  o f  th e  firm .
E f f e c t iv e  com m unication i s ,  o f  c o u rse , a consequence o f  th e  
a p p lic a t io n  o f  proper stan d ard s and tech n iq u es  fo r  in fo rm a tio n  f lo w .  
These standards a re  p resen ted  in  Chapter IV o f  th e  stud y  and are  
r e la t e d  s p e c i f i c a l l y  t o  th e  management p ro cess  o f  p la n n in g , o r g a n iz in g ,  
c o n t r o l l in g ,  and m o tiv a t in g . A t t h is  p o in t  o f  th e  s tu d y , th e r e fo r e , i t  
can be noted  th a t  a prim ary concern  o f  t h i s  work i s  to  c o n tr ib u te  to  
m anageria l u n d erstan d in g  o f  how b a lan ce  and s t a b i l i t y  can be promoted 
in  th e  b u s in e ss  o r g a n iz a tio n .
The B u sin ess  O rganiz a t io n  as a C onm unication Network
In  s t r iv in g  toward b a la n ce  and s t a b i l i t y ,  th e  firm  must r e ly  on 
le ss-th a n -o p tim u m  m anageria l p la n n in g , o r g a n iz in g , c o n t r o l l in g ,  and 
m o tiv a tin g  b ecau se  o f  th e  in a d eq u a cies  o f  th e  conm unication  t o o l .  
S p e c i f i c  in a d eq u a cies  o f  th e  t o o l  are fu r th e r  re v e a le d  when th e  firm  
i s  a n a lyzed  as a com m unication network owing i t s  r e l a t i v e l y  o rd er ly  
e x is t e n c e  to  th e  f a c t  th a t i t s  components are  lin k e d  by in fo rm a tio n  
f lo w . Im m ediately an o b se r v a tio n  can be drawn, based on p rev iou s  
a n a ly s is  p resen ted  in  th e  stu d y , th a t  th e  e f f e c t iv e n e s s  o f  th e  lin k a g e  
o f th e  firm  i s  undoubted ly  a fu n c t io n  o f  th e  q u a lity  o f  communication  
o ccu rr in g  in  th e  f irm .
C o n sid era tio n  o f  th e  b u s in e ss  o r g a n iz a tio n  as a com m unication  
netw ork perm its th e  fu r th e r  o b se r v a tio n  th a t th e  firm  i s  in  fa c t  an 
organism  which i s  g iv e n  l i f e  and in t e l l ig e n c e  by com m unication. Thus
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th e  o r g a n iz a tio n  has th e  n ecessa ry  r e q u is i t e s  to  pursue g o a ls  and make 
d e c is io n s  as an e n t i t y .  These g o a ls  and d e c is io n s  are fu n c tio n s  o f  
in form ation  flow  through the form al and in form al channels o f  th e  netw ork.
C e r ta in ly  in form ation  flo w  i s  the b a s is  for  most d e c is io n s  made 
in  the f ir m . For exam ple, the com p tro ller  who makes b u dgetin g  d e c is io n s  
g e n e r a lly  makes h is  d e c is io n s  on th e  b a s is  o f  a c o n s id e r a tio n  o f  com­
m u n ica tive  symbols ra th e r  than d ir e c t  o b se r v a tio n  o f  e x te n s lo n a l  
o b je c t s .  To the e x te n t  th a t th e  network f a c i l i t a t e s  th e  flow  o f 
a ccu ra te  and tim ely  In form ation , d e c is io n s  can be made on an e f f i c i e n t  
and t im e ly  b a s is  (w ith  due a llow an ce  fo r  th e  human f r a i l t i e s  o f th o se  
who send and r e c e iv e  in fo r m a tio n ) .
The form al flo w  o f in form ation  in  a company i s  t r a d i t io n a l ly  
I d e n t i f ie d  w ith  th e company's o r g a n iz a tio n  c h a r t . The co n ven tion a l 
l in e -s ta f f^ -*  chart p rov id es  fo r  a v e r t ic a l  f lo w  of In form ation . Sim ply  
view ed , such a ch art portrays a downward flo w  o f in form ation  and an 
upward flow  o f  in fo rm a tio n . Thus i t  i s  som etim es sa id  th a t  th e down­
ward flow  i s  r e la te d  to  the e x e r c is e  o f a u th o r ity  and r e s p o n s ib i l i t y  
over su b o r d in a te s , and the upward flow  is  prompted by th e  need o f  th e  
su b o rd in a te  to  hold  h im se lf  a ccou n tab le  fo r  a c t io n s  taken  in  a cco r­
dance w ith  h is  a u th o r ity  and r e s p o n s ib i l i t y .
T h is view  o f  form al in form ation  flow  w hich— t h e o r e t ic a l ly  a t
^ T h e  a n a ly s is  h ere i s  l im ite d  to  a c o n s id e r a t io n  o f  l l n e -  
s t a f f  o r g a n iz a tio n . I t  would be beyond th e scop e o f t h i s  study to  
an a ly ze  in  d e t a i l  the many typ es o f  o r g a n iz a tio n  a g iv e n  company 
could  a d o p t. s
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l e a s t - - l i n k s  the top  e x e c u t iv e  o f  an o r g a n iz a tio n  w ith  each  o p e r a t iv e  
w orker makes p o s s ib le  a con cep t o f  the firm  th a t h o ld s i t  to  be a com­
m u n ica tion  network in  w hich a l l  components a re  u lt im a te ly  lin k e d  by 
th e c h ie f  e x e c u t iv e .  An overv iew  o f  such a netw ork r e v e a ls  th e  u n ten a b le  
f a c t  th a t  co o rd in a te  groups in  th e  o r g a n iz a tio n  a re  not d ir e c t ly  l in k e d ,  
t h u s - - in  a b s o lu te  con form ity  to  th e  n etw ork --can n ot communicate d i r e c t l y .  
In a r e a l  o r g a n iz a tio n , o f  co u rse , such cannot be th e c a se , a s i t u a t io n  
r e c o g n iz e d  by F ayol in  h is  co n cep tio n  o f  th e  need fo r  f in d in g  "a means 
o f  r e c o n c i l in g  r e s p e c t  fo r  th e  h ie r a r c h ic  channel w ith  th e  need fo r  
quick  a c t io n .
R. C. D avis r e c o n c i le s  th e  need fo r  form al ch an n els o f  inform a­
t io n  w ith  th e  need fo r  co o rd in a te  in d iv id u a ls  and groups to  '’bridge"  
in  h is  p r o v is io n  fo r  c r o s s - f u n c t io n a l iz a t io n :
C r o s s - fu n c t io n a llz a t io n  may be d e f in e d  as a p ro cess  o f  
fu n c t io n a l adjustm ent through in form al c o n ta c t s .  I t  i s  
p r im a r ily  a p r o cess  o f  s e l f - c o o r d in a t io n ,  as d is t in g u is h e d  
from  e x e c u t iv e  c o o r d in a t io n .^
T hese in form al c o n ta c t s ,  D avis p o in ts  o u t, "are in  a d d it io n  to  any form al
s t r u c tu r a l  and p roced u ra l r e la t io n s h ip s  th a t may have been  s p e c i f i e d  fo r
th e  p a r t ic u la r  typ e o f  problem."^®
Of in t e r e s t  to  t h i s  stu d y  i s  the im purity  th a t such c r o s s - c o n ta c t s
3® Fayol, l o c . c l t .
1 7D a v is , Ihfi. Fundam entals o f  Top Management, p . 227 .
18I b id .
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b rin g  to  an image o f  in fo rm a tio n  f lo w  in  th e  firm  as a two-way p ro cess  
or a v e r t i c a l  phenomenon. A c tu a lly  th e  need fo r  c r o s s - f u n c t io n a l iz a t io n  
in  the firm  in tro d u ces  an oth er d im ension  to  in fo rm a tio n  f lo w  which i s  
n o t accounted  fo r  in  th e  f ir m 's  o r g a n iz a tio n  c h a r t . As p o in ted  out by 
D a v is , t h i s  d im ension  ta k es  the form o f  d ir e c t  c r o s s - c o n ta c t s  o f  co ­
o r d in a te  groups and in d iv id u a ls .  The consequence o f  th e s e  c r o s s ­
c o n ta c ts  i s  an o r g a n iz a tio n a l com m unication netw ork w hich does not 
n e c e s s a r i ly  compare to  a form al o r g a n iz a tio n  c h a r t . Thus th e  r e a l  n e t ­
work o f  In form ation  flo w  in  th e  fir m  p ro v id es  fo r  a v e r t i c a l  flow  
betw een su p e r io r  and su b o r d in a te  and a h o r iz o n ta l f lo w  betw een  coor­
d in a te s ,  e s s e n t i a l l y  a four-w ay flo w  o f  In form ation .
T h is concept o f  th e  four-w ay flow  o f  in fo rm a tio n  through the  
f ir m 's  network does n ot ab ro g a te  th e  need fo r  form al a u th o r ity -  
r e s p o n s ib i l i t y - a c c o u n t a b i l i t y  r e la t io n s h ip s .  W ith in  t h i s  co n cep t, in  
o th er  w ords, th ere  i s  no denying o f  th e  need fo r  m aintenance o f  s in g le  
a c c o u n t a b i l i t y .  The in d iv id u a l in  th e l i n e - s t a f f  o r g a n iz a tio n  who 
makes c r o ss  co n ta c t rem ains a cco u n ta b le  fo r  th e  e x e c u t io n  o f  h is  
a u th o r ity  and r e s p o n s i b i l i t y  to  but one su p e r io r , th e  su p e r io r  to  whom 
th e  form al o r g a n iz a tio n  shows h is  r e p o r t i n g .^
T h is c o n s id e r a t io n  o f  th e  o r g a n iz a tio n  as a com m unication n e t ­
work r e s u l t s  in  a c o n c lu s io n  th a t  both  form al and in form al in fo rm a tio n
C. D avis d e f in e s  th e  p r in c ip le  o f  s in g le  a c c o u n ta b il i t y  as:  
" A c c o u n ta b ility  to  a s in g le  su p e r io r  e x e c u t iv e  fo r  r e s u l t s ,  based on 
c l e a r ly  d e f in e d  d e le g a t io n s  o f  r e s p o n s i b i l i t y  and a u th o r ity  to  
d e s ig n a te d  p o s i t io n s ,  i s  a r e q u is i t e  fo r  th e  accom plishm ent o f  organ­
iz a t io n a l  o b j e c t iv e s ."  I b id . .  p . 322 .
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flo w s  a lo n g  th e  l i n e s  o f  the netw ork. For th e se  p u rp oses, in form al in ­
form ation  i s  con sid ered  to  be th a t which i s  not sa n ctio n ed  by an 
a u t h o r it y - r e s p o n s ib i l i ty - a c c o u n t a b i l i t y  r e la t io n s h ip .  Thus in fo rm a tio n  
tra n sm itted  between a p rod u ction  su p e rv iso r  and a s a le s  manager, even  
though the in form ation  might d ir e c t ly  r e la t e  to  o r g a n iz a tio n a l o b j e c t iv e s ,  
would n e c e s s a r i ly  be c a te g o r iz e d  as in form al. In  c o n tr a s t , in form ation  
tra n sm itted  betw een a f ir m 's  c h ie f  e x e c u t iv e  and a p rod u ction  manager 
would be form al, even  though th e tra n sm iss io n  v io la t e d  th e ch a in  o f  
command. The d if f e r e n c e  in  th e se  two in s ta n c e s  i s  accounted fo r  by th e  
fa c t  th a t th e  form er in s ta n c e  would be h o r iz o n ta l (o r  perhaps d ia g o n a l)  
and the l a t t e r  v e r t i c a l  tra n sm iss io n  o f  in fo rm a tio n . For a l l  p r a c t ic a l  
p u rp oses, th en , in fo rm a tio n  which flo w s v e r t i c a l l y  in  the o r g a n iz a tio n  
a lon g  d i s t in c t  ch an n els o f a u th o r ity  and r e s p o n s ib i l i t y  can be sa id  to  
be form al. And a l l  in form ation  th a t flow s d ia g o n a lly  or h o r iz o n ta l ly  
can be s a id  to  be in fo r m a l.
I t  shou ld  be reco g n ized  th a t  the d e s ig n a t io n  o f a s p e c i f i c  b i t  
o f  in form ation  as in form al does not n e c e s s a r i ly  d estro y  the u t i l i t y  o f  
th e in form ation  to  th e  o r g a n iz a tio n . Inform al tr a n s fe r s  o f in form ation  
r e s u l t in g  from c r o s s -c o n ta c ts  g r e a t ly  f a c i l i t a t e  the speed w ith  which  
an o r g a n iz a tio n  can adapt to  a changing s i t u a t io n  or em ergency. Though 
n e c e ssa r y  to  the m aintenance o f  c e n tr a l a u th o r ity  in  th e  firm , form al 
channels o f  com m unication (as rev e a led  in  an o r g a n iz a tio n  ch a rt) tend  
to  be cumbersome and tim e-consum ing.
The most r e a l i s t i c  v iew  o f th e  firm  as a communication network  
i s  one w hich jo in s  form al flow s o f  in form ation  w ith  inform al f lo w s .
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A c c o r d in g ly , ev er y  component in  th e  o r g a n iz a tio n  m ight be v is u a l iz e d  as 
l in k e d  to  ev ery  o th e r  component. W ith in  t h is  v iew , th e  c h ie f  e x e c u t iv e  
o f a firm  w ould, a c c o r d in g ly , be d i r e c t ly  l in k e d  w ith  ev er y  em ployee in  
th e  firm ; and ev er y  em ployee would be lin k e d  w ith  every  o th e r  em ployee. 
The lin k a g e s  m igh t, o f  cou rse , be an academ ic c o n s id e r a t io n  s in c e  in  
th e  v a s t  m a jo r ity  o f  in s ta n c e s  th ey  might n ever r e s u l t i i ih f o r m a t io n  f lo w , 
n o n e th e le s s ,  such a v iew  does d ep a rt from the t r a d it io n a l  c o n s id e r a t io n  
o f  in fo rm a tio n  f lo w  as a fu n c tio n  o f  the o r g a n iz a tio n  c h a r t .  T his  
d ep artu re  p erm its c o n s id e r a t io n  o f  th e  whole o f  th e  o r g a n iz a tio n  as i t  
i s  in te g r a te d  by i t s  p a r ts . W ith in  t h i s  v iew , th e firm  i s  n o t co n sid ered  
as an a g g r e g a tio n  o f  fu n c tio n s  show ing vary in g  d egrees o f  r e la t io n s h ip s  
and im portance. R ath er , th e  firm  i s  co n sid ered  to  be a g o a l- s e e k in g  
e n t i t y ,  an organism  v e s te d  w ith  th e  in t e l l ig e n c e  to  make d e c i s io n s ,  
h a v in g  ga in ed  such s ta tu r e  through the impact o f  in fo rm a tio n  f lo w .
I I .  MISCOMMUNICATION IN THE BUSINESS ORGANIZATION 
Up to  t h i s  p o in t  in  the c h a p ter , com m unication has been tr e a te d  
p r im a r ily  from th e  s ta n d p o in t o f  i t s  p o s i t iv e  e f f e c t s  on th e  o rg a n iz a ­
t io n  through i t s  u se  as a to o l o f  m anagerial p lan n in g , o r g a n iz in g , 
c o n t r o l l in g ,  and m o tiv a t in g . As r e v e a le d  in  t h i s  ch a p ter , th e  primary 
r o le  o f  com m unication as i t  occurs in  th e o r g a n iz a tio n a l netw ork i s  one 
o f  s e t t i n g  o b j e c t iv e s  and prom oting th e  o r g a n iz a tio n a l b a la n ce  and 
s t a b i l i t y  n e c e s sa r y  to  the ach ievem ent o f  th o se  o b j e c t iv e s .  Thus to  
th e  e x te n t  th a t b a la n ce  and s t a b i l i t y  p r e v a il  in  th e  o r g a n iz a tio n ,  
in fo rm a tio n  flo w  i s  p o s i t i v e l y  c o n tr ib u t in g  to  th e ach ievem ent o f  th e
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f ir m 's  o b j e c t iv e s .
A t te n t io n  i s  now turned  to  a n e g a t iv e  c o n s id e r a t io n  o f  coramunica- 
t io n - - t h a t  i s ,  to  p a tte r n s  o f  m iscom m unication w hich promote o rg a n iz a ­
t io n a l  im balance and i n s t a b i l i t y .  I t  i s  a p p ro p r ia te  th a t  t h i s  n e g a t iv e  
c o n s id e r a t io n  fo llo w  im m ed iate ly  th e  a n a ly s is  o f  th e  com m unication n e t ­
work con cep t o f  th e  b u s in e ss  o r g a n iz a t io n  j u s t  p r e se n te d . The netw ork  
i s  the v e h ic le  through w hich form al and in form al in fo rm a tio n  should  
flow  f r e e l y .  However, b eca u se  t h i s  netw ork has no b u i l t - i n  mechanism  
to  check  a u to m a t ic a lly  th e  flo w  o f  in c o r r e c t  or fa u lt y  in fo rm a tio n , 
p a tte r n s  o f  m iscom m unication  occur w hich have th e power to  in f lu e n c e  
s i g n i f i c a n t l y  e f f o r t s  made to  se c u r e  o r g a n iz a t io n a l o b j e c t iv e s .
Some Causes o f  M iscom m unication F o ste r e d  bv th e  O rg a n iza tio n
In  C hapter I I  o f  th e  stu d y  th e  com m unication p ro cess  i s  an alyzed  
in  the l i g h t  o f  human and lan gu age fa c to r s  w hich c o n tr ib u te  to  miscom­
m u n ica tion  in  th e  f irm . The cu m u la tive  e f f e c t  o f  the human and lan gu age  
fa c to r s  makes t h i s  m ost v i t a l  t o o l  o f  management som ething l e s s  than  
s a t i s f a c t o r y .  Now, to  th e s e  human and lan gu age fa c to r s  must be added a 
m ost b a s ic  c o n d it io n in g  f a c t o r ,  th e  im pact o f  th e  b u s in e ss  o r g a n iz a tio n  
i t s e l f  on th e p eo p le  who m ust send and r e c e iv e  in fo rm a tio n  in  th e  
management p r o c e s s .
F u n c t io n a l iz a t io n  o f  th e  o r g a n iz a t io n . A c o n s id e r a t io n  o f  the  
firm  r e v e a ls  i t  to  be c h a r a c te r iz e d  by th ree  b a s ic  sp h eres o f  a c t i v i t y .  
In  a m anufacturing  co n cern , th e s e  th r e e  sp h eres  are p r o d u ctio n , d i s t r i ­
b u t io n , and f in a n c e .  In  a d i s t r ib u t iv e  con cern  th e se  sp h eres  are  pro­
curem ent, m erch an d isin g , and f in a n c e .  D avis d e s c r ib e s  th e  th r e e  b a s ic
sp h eres  o f  a c t i v i t y  a s  th e  " o rg a n ic  b u s in e ss  fu n c tio n s"  in  th a t  th e
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s u r v iv a l  o f  a b u s in e s s  i s  d ep en d en t upon i t s  perform ance o f  each  and a l l
th e  f u n c t io n s .  Each o f  th e  fu n c t io n s  c o n tr ib u te s  d i r e c t l y  to  th e
20g e n e r a l s e r v ic e  o b j e c t iv e s  o f  th e  f ir m .
T h is  f u n c t io n a l  v iew  o f  th e  f ir m  in tr o d u c e s  a f a c t o r  w h ich  h e lp s  
t o  u n d ersta n d  c a u se s  o f  m iscom m unication  th a t  a r e  f o s t e r e d  by th e  organ ­
i z a t i o n  i t s e l f .  As a g o a l - s e e k in g  e n t i t y  and d e c i s i o n  maker, th e  organ ­
i z a t i o n  m ust f u n c t io n  as a w h o le . Thus a l l  sp h e res  o f  a c t i v i t y  in  th e  
f ir m  m ust be in t e g r a te d  th rou gh  com m unication to  p u rsue th e g e n e r a l  
s e r v ic e  o b j e c t i v e s .  H owever, th e  atm osphere in  w h ich  com m unication  i s  
c a r r ie d  on i s  n o t  one in  w hich  com ponents a r e  con cern ed  d i r e c t l y  w ith  
th e  th r e e  broad f u n c t io n s .  Components and th e  in d iv id u a l s  w ith in  th o se  
com ponents a r e  d e d ic a te d  more d i r e c t l y  to  s p e c i f i c  fu n c t io n s  on th e  
m ajor and m inor l e v e l s  o f  th e  f ir m 's  h ie r a r c h y .
Superim posed  over  th e  th r e e  o r g a n ic  fu n c t io n s  o f  th e  e n t e r p r i s e  
i s  a n o th er  d im en sio n  o f  f u n c t io n s  w hich  c a u se s  fu r th e r  o r g a n iz a t io n a l  
c o m p le x ity  and f o s t e r s  th e  em ergence o f  f a u l t y  in fo r m a t io n . T h is  
d im en sio n  i s  th e  s t a f f  o f  th e  o r g a n iz a t io n ,  th e  r o l e  o f  w hich i s  n o t
t o  c o n tr ib u te  d i r e c t l y  to  th e  p r o d u c tio n  o f  s a la b le  v a lu e s  to  th e
••
cu stom ers o f  th e  company. R a th e r , through  a d v ic e  and recom m endations, 
th e  s t a f f  c o n tr ib u te s  i n d i r e c t l y  t o  th e  c r e a t io n  o f  su ch  v a lu e s .
T here i s  a ten d en cy  f o r  p eo p le  in  a b u s in e s s  o r g a n iz a t io n  to  be
more o r ie n te d  to  fu n c t io n s  th e m se lv e s  than  t o  th e  r e la t io n s h ip s  o f  th e
20I b i d . . pp. 2 0 5 -2 1 3 .
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fu n c t io n s  in  o b ta in in g  th e  g e n e r a l s e r v ic e  o b je c t iv e s  o f  th e  o r g a n iz a ­
t io n a l  e n t i t y .  Wrapped up a s  th ey  a re  w ith  th e  s ig n i f ic a n c e  o f  t h e ir  
r o le  and s ta tu s  in  th e  f irm , p eo p le  a re  d isp o se d  to  v iew  th e  fu n c t io n s  
to  w hich th ey  c o n tr ib u te  as "ends" ra th e r  th a n  means to  en d s . Gardner 
and Moore comment on t h is  human tendency:
. . .  A l l  o f  th e  p o s i t io n s  and fu n c t io n s  in  an  o rg a n i­
z a t io n  a r e  s o c i a l l y  in te r p r e te d  and c l a s s i f i e d  by em ployees
and thus ta k e  on an  aura o f  s ig n i f i c a n c e  and m eaning, which  
In flu e n c e s  th e  in d iv id u a l who o c c u p ie s  th e  p o s i t io n ,  as  
w e ll  as th o se  who must in t e r a c t  w ith  h im .^ l
I t  i s  subm itted  h ere  th a t  th e  in d iv id u a l in  a firm  seek s g o a ls  in  
t h i s  ord er o f  p reced en ce  (from  h ig h e s t  t o  lo w e s t  o rd er):
1 . fipflla oj. &&!£. The in d iv id u a l i s  d e d ic a te d  p r im a r ily  t o  pursu­
in g  g o a ls  to  th e  s a t i s f a c t i o n  o f  h is  own e g o . Under c o n d it io n s  in  w hich  
t h i s  s a t i s f a c t i o n  i s  th r e a te n e d , he i s  l i k e l y  to  g iv e  up th e  p u r s u it  o f  a l l
o th e r  g o a ls  o f  l e s s e r  ran k in g  in  p re fe r e n c e  to  a c h ie v in g  ego s a t i s f a c t i o n .
S a t i s f a c t io n  w ith  s ta tu s  i s  a g o a l o f  s e l f  in  th e  b u s in e s s  o r g a n iz a t io n .^2 
S a t i s f a c t io n  w ith  b e in g  id e n t i f i e d  w ith  a p a r t ic u la r  fir m  i s  an o th er  goa l 
o f  s e l f .  For exam ple, an em ployee m ight le a v e  an o r g a n iz a tio n  b eca u se  o f  
d is g u s t  w ith  th e  p h y s ic a l appearance o f  th e  company p la n t ,  sa y in g  th a t  he 
was "ashamed to  work in  such  a d ir t y  p la c e ."
2 . G oals s p e c i f i c  fu n c t io n . The in d iv id u a l i d e n t i f i e s  h im s e lf  
and i s  I d e n t i f ie d  by o th e r s  in  th e  s p e c i f i c  fu n c t io n  th a t  he perform s in
2 lB u r le ig h  B . Gardner and David G. Moore, Hyman R e la t io n s  in  
In d u str y  (T hird  E d it io n ;  Homewood, I l l i n o i s :  R ichard D. Irw in , I n c . ,
1 9 5 5 ) , p . 2 4 7 .
^ G ardn er and Moore d e s ig n a te  as " s ta tu s  a n x ie ty "  th e  typ e o f  
a n x ie ty  w hich p r e v a i ls  when an  in d iv id u a l " e x p r e sse s  con cern  over h is  
p o s i t io n  r e l a t i v e  to  o th e r s ."  I b id . .  p . 2 6 0 .
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th e f ir m . H is jo b , th e n , i s  a g o a l- s e e k in g  fu n c t io n ,  th e  g o a ls  o f  w hich  
are i d e n t i f i e d  by th e  im m ediate v a lu e s  h i s  job  c r e a t e s .  The f a c t  th a t  th e  
in d iv id u a l  ranks th e  g o a ls  o f  h is  s p e c i f i c  fu n c t io n  in  th e  o r g a n iz a t io n  
r e l a t i v e l y  h ig h  a cco u n ts  fo r  h is  prim ary o r ie n t a t io n  to  h is  job and th e  
z e a l w ith  w hich he d e fen d s  i t  a g a in s t  c r i t i c i s m .
3 .  G oals o f  broad fu n c t io n .  The in d iv id u a l  in  th e  firm  undoubt­
e d ly  g iv e s  c e r t a in  p reced en ce  to  a c o n s id e r a t io n  th a t  th e  v a lu e s  c r e a te d  
by h i s  job  c o n tr ib u te  to  th e  o v e r a l l  v a lu e s  sou gh t in  h i s  group, s e c t io n ,  
d ep artm en t, and d i v i s i o n .  B road ly  c o n s id e r e d , th e r e fo r e ,  th e  in d iv id u a l
i s  d e d ic a te d  to  p u rsu in g  th e  g o a ls  w h ich  j u s t i f y  th e  e x i s t e n c e  o f  th e  fu n c­
t io n s  w hich  have b een  grouped under an o r g a n ic  or s t a f f  h ea d in g .
4 .  G oals o f  o r g a n iz a t io n .  At th e  lo w e s t  l e v e l  o f  p reced en ce  i s  th e  
ran k in g  th e in d iv id u a l  g iv e s  th e  g o a ls  o f  the o r g a n iz a t io n  i t s e l f .  I n d i v i ­
du a l aw areness o f  th e s e  g o a ls  i s  c o n d it io n e d  by h is  aw areness o f  th e  g o a ls  
o f  s e l f ,  s p e c i f i c  fu n c t io n ,  and broad fu n c t io n .  Thus th e  f in is h e d  p rod u ct  
o f  a g iv e n  fir m  i s  perhaps to  th e  e n g in e e r  sym b o lic  o f  a m arvel o f  e n g i ­
n e e r in g  p r o c e s s e s .  To th e  f in a n c e -o r ie n te d  in d iv id u a l  th e  f in is h e d  p ro­
du ct i s  perhaps sy m b o lic  o f  a continuum  o f  f in a n c ia l  in p u t and o u tp u t . To 
th e d is t r ib u t io n - o r ie n t e d  in d iv id u a l  th e  f in is h e d  p rod u ct i s  perhaps sym­
b o l i c  o f  tim e and p la c e  u t i l i t y .
F u n c t io n a l iz a t io n  o f  th e  b u s in e s s  o r g a n iz a t io n  i s  u n dou b ted ly  th e  
b a s ic  ca u se  fo r  m iscom m unication  around w hich r e v o lv e s  a l l  o th e r  ca u ses  
brought about by th e  o r g a n iz a t io n  i t s e l f .  I n d iv id u a l p re o c c u p a tio n  w ith
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fu n c t io n s  o r ie n t s  h i s  th in k in g , thus in f lu e n c e s  both  what he f e e l s  com­
p e l l e d  to  communicate and how he com m unicates i t .  P eop le  in  th e  f ir m  
a r e  in c l in e d ,  t h e r e f o r e ,  to  a llo w  t h e ir  com m unication e f f o r t s  to  be 
in f lu e n c e d  by th e  im pact o f  th e  p ro cess  on t h e ir  s t a t u s  (g o a ls  o f  s e l f )  
and f u n c t io n s .
In  a s p e c i f i c  r e p o r t in g  s i t u a t io n ,  th en , th e  in d iv id u a l in  a 
p ro d u ctio n  departm ent m ight in c lu d e  in  h is  w r i t t e n  r e p o r t  an un­
n e c e s s a r y  and e x t e n s iv e  a n a ly s is  o f  th e  im portance o f  p ro d u ctio n  
fu n c t io n s  in  a c h ie v in g  c e r t a in  d e s ig n a te d  o r g a n iz a t io n a l o b j e c t iv e s .  
O rien ted  to  p r o d u c tio n , he m ight r e v e a l a ten d en cy  to  m agnify  th e  
problem s o f  p r o d u ctio n  w h ile  m in im iz in g  th e  problem s o f d i s t r ib u t io n  
and f in a n c e .  Then, to o ,  m iscom m unication  i s  fu r th e r  s t im u la te d  by th e  
p r o d u c t io n -o r ie n te d  in d iv id u a l ' s  r e l ia n c e  on term in o lo g y  p e c u l ia r  to  
h i s  fu n c t io n ,  a term in o lo g y  w hich m ight not r e a d i ly  be u n d erstood  by 
in d iv id u a ls  who a r e  o r ie n te d  to  d i s t r ib u t io n  and f in a n c e .
In fo rm a tio n  f lo w  w ith in  a fu n c t io n a l  group o f th e  o r g a n iz a t io n  
i s  n o t n e c e s s a r i ly  b e s e t  w ith  such p r o b l e m s ^  b ecau se  in fo rm a tio n  
f lo w in g  w ith in  th e  group i s  c h a r a c te r iz e d  by s i m i l a r i t i e s .  There i s ,  
in  e f f e c t ,  a " c la s s "  o f  m essages w hich f lo w s  w ith in  a g iv e n  group .
Cherry c o n c e iv e s  a n eed , a c c o r d in g ly , to  th in k  o f  r e a l - l i f e  o r g a n iz a ­
t io n s  as "a number o f  netw orks superim posed" r a th e r  than s i n g l e  netw orks:
I n d iv id u a ls  w ith in  th e  same fu n c t io n a l  group a r e ,  o f  c o u r se ,  
prone to  m agnify th e  im portance o f  t h e ir  r e s p e c t iv e  s p e c i f i c  fu n c t io n s  
w ith in  th e  group in  a c h ie v in g  th e  g ro u p 's  o b j e c t iv e s .
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F or exam ple, In  an army th e  p a tte r n  o f  r e la t io n s h ip  i s  
c l e a r ly  la id  down, but t h i s  p a tte r n  i s  n o t a s im p le  network  
There i s  a netw ork fo r  su p p ly in g  th e  army in  th e  f i e l d ;  
th e r e  i s  a p a tte r n in g  o f  f lo w  o f  ord ers and d ir e c t iv e s  
r e l a t in g  to  th e  movement o f  tro o p s; an oth er may r e p r e se n t  
th e  flo w  o f in t e l l i g e n c e  s i g n a l s . 24
Such a view  cou ld  be taken  o f  th e  b u s in e ss  o r g a n iz a t io n . In  a 
m anufacturing o r g a n iz a tio n , th ere  a r e  in  f a c t  flow s o f  m essages  
r e la t in g  to  the needs o f  p rod u ction  and flo w s r e la t in g  t o  th e  n eeds o f  
f in a n c e  and d i s t r ib u t io n .  Thus th e  b u s in e ss  o r g a n iz a t io n  cou ld  be 
v is u a l iz e d  as th r e e  b a s ic  com m unication netw orks superim posed one over  
th e  o th e r .
I t  i s  subm itted  h e r e , how ever, th a t th e  firm  i s  a s in g le  netw ork  
w hich i s  u lt im a te ly  lin k e d  by the h ig h e s t  order o f c e n tr a l iz e d  
a u th o r ity  ( th e  p r e s id e n t ,  fo r  exa m p le). I t  i s  subm itted  th a t ,  m oreover, 
th e  o r g a n iz a tio n  i s  fu r th e r  lin k e d  in to  a s in g le  netw ork by Inform al 
c r o s s - c o n ta c t s  o f  i t s  com ponents.2 -* Thus r e c o g n it io n  must be g iv e n  to  
th e in te r m in g lin g  o f  c la s s e s  o f  m essages w ith in  the f ir m  as g en era l 
s e r v ic e  o b je c t iv e s  a re  pursued.
For exam ple, m essages d e a lin g  w ith  new p rod u ctio n  tech n iq u es  
g e n e r a lly  a re  r e la t e d  to  c o s t s  and p r ic in g ,  thus are o f  in t e r e s t  to  
th e  o rg a n ic  fu n c t io n s  o f  d is t r ib u t io n  and f in a n c e . A noth er exam ple i s  
a ca se  in  w hich an a d v e r t is in g  budget i s  b e in g  proposed . D e c is io n s
24C herry, 0 £  P- 29 .
2 -*See d is c u s s io n  o f  c r o s s - f u n c t io n a l iz a t io n  on pp . 34 -8 5 .
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r e la t in g  to  th e  a d v e r t is in g  budget are  not s o l e l y  made in  th e  org a n ic  
area  o f d is t r ib u t io n .  These d e c is io n s  are  p r e c ip ita te d  on th e  b a s is  o f  
a flo w  o f in fo rm a tio n  from th e  o rg a n ic  areas o f  p rod u ction  and fin a n c e  
as w e l l .  S im ila r ly ,  a s p e c i f i c  a d v e r t is in g  compaign can n e c e s s i t a t e  
in fo rm a tio n  flow  among th e  th ree  o rg a n ic  fu n c t io n a l areas in  the firm .
In th e l a t t e r  in s ta n c e , a f a i lu r e  to  communicate p rop erly  can r e s u l t  in  
a sh o r ta g e  o f  n e c e ssa r y  f in is h e d  products to  su pp ort th e cam paign.
In  summary, t h is  p art o f th e  stu d y  h o ld s th a t  a prim ary cause o f  
m iscom m unication in  th e b u s in e ss  o r g a n iz a tio n  i s  f u n c t io n a l iz a t io n .
The p ro cess  o f  fu n c t io n a l iz a t io n  r e s u l t s  in  a d iv i s io n  o f th e  organ­
i z a t io n  and the assign m en t o f components to  th e d iv i s i o n .  These com­
p o n en ts, in  tu rn , c o n tr ib u te  t h e ir  fu n c t io n s  to  th e  broad fu n c t io n s  o f  
th e d iv i s i o n s .  In d iv id u a ls  w ith in  th e  components a re  prone to  seek  
im m ediate s a t i s f a c t i o n  o f  g o a ls  r e l a t i n g - - i n  order o f  p r e c e d e n c e -- to  
s e l f ,  s p e c i f i c  fu n c t io n , and broad fu n c t io n  b e fo r e  g en era l s e r v ic e  
o b j e c t iv e s  o f  the firm  are c o n s id e r e d . The in d iv id u a l in  th e  firm  i s  
prone to  be o r ie n te d  a c c o r d in g ly  in  h is  e f f o r t s  to  communicate, 
r e v e a lin g  h is  proneness in  the s tr u c tu r e  o f  h is  m essages and in  the  
term in o lo g y  u sed .
The o r g a n iz a tio n  and in fo rm a tio n  r e l i a b i l i t y . The s e p a r a t io n  
o f management from o p e r a t iv e  perform ance in  a b u s in e ss  o r g a n iz a tio n  
spawns a com p lex ity  o f  r e la t io n s h ip s  among th e  components th a t  make 
up th e  f irm . As the firm  grows and o r g a n iz a tio n a l l e v e l s  a r e  added, 
top  a d m in is tr a to r s  are  fu r th e r  sep a ra ted  from th e  p o in t a t  w hich  
p roducts or s e r v ic e s  take t h e ir  u lt im a te  forms o f  u t i l i t y .  In fo rm a tio n ,
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in  th e  f in a l  a n a ly s i s ,  i s  th e  agen t w hich makes p o s s ib le  t h i s  s e p a r a t io n  
w ith o u t ca u sin g  a t o t a l  breakdown o f th e  f ir m 's  e f f o r t s  to  sec u r e  i t s  
g e n e r a l s e r v ic e  o b j e c t iv e s .  I t  l o g i c a l l y  fo llo w s  th a t  th e  r e l i a b i l i t y  
o f  perform ance a t  a l l  l e v e l s  i3  a fu n c t io n  o f  th e  r e l i a b i l i t y  o f  i n f o r - ■ 
mat io n  w hich makes th e  perform ance p o s s ib le  and d ic t a t e s  the standards  
o f th e  perform ance. U n r e lia b le  in fo rm a tio n  f i l t e r i n g  through a la r g e  
o r g a n iz a tio n  i s  l i k e l y  to  g en era te  u n r e l ia b le  perform ance.
A b a s ic  com m unication problem o f  management, fo r  exam ple, can be 
tr a c e d  to  th e  need fo r  c r o ss  c o n ta c ts  a t  th e  low er l e v e l  o f  th e  
h ie r a r c h y . H o r izo n ta l c o n ta c ts  among p eers  o f th e  o r g a n iz a tio n  can 
r e s u l t  in  changes in  methods and p rocedures brought about by u n r e l ia b le  
in fo rm a tio n . A ffe c te d  managers might have no knowledge o f  th e se  changes 
u n t i l  th ey  show up in  th e form o f in c r e a se d  scrap  or in f e r io r  product 
q u a l i t y .  E a r l ie r  in  t h i s  stu d y  (pages 4 6 -4 8 ) a c a se  i s  c i t e d  to  
i l l u s t r a t e  a h o r iz o n ta l  f lo w  o f u n r e l ia b le  in fo rm a tio n  among p eers which  
r e s u l t s  in  u n s a t is fa c to r y  job  perform ance. In t h is  in s ta n c e  th e o p in io n  
and knowledge o f  th e  in fo rm a tio n  c e n te r  (an  old  and ex p er ien ced  em ployee) 
was in ad eq u a te , thus the a c t io n  p r e c ip ita t e d  by in fo rm a tio n  fu rn ish ed  
was u n s a t i s f a c t o r y .
U n r e lia b le  in fo rm a tio n  flow  i s  n o t l im ite d  to  a h o r iz o n ta l b a s is  
in  th e  o r g a n iz a t io n . In form ation  o r ig in a t in g  a t  th e  top  o f th e  organ­
iz a t io n a l  h ie r a r c h y  and f lo w in g  downward i s  r e l i a b le  on ly  to  th e  e x te n t  
th a t  i t  was o r i g in a l ly  p laced  in  e f f e c t i v e  form and i t s  o r ig in a l  
s tr u c tu r e  m a in ta in ed . Thus th e  o f f i c e  manager who a t  th e  c lo s e  o f  a 
m eetin g  o f in te r m e d ia te - le v e l  managers i s  to ld  o r a l ly  to  ’’spread  the
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word” among h i s  su b o r d in a te s  ab ou t a new p e r so n n e l p o l i c y  runs th e  r i s k  
o f  b r in g in g  about em ployee a c t io n  on th e  b a s i s  o f  u n r e l ia b le  in fo r m a t io n .  
In  th e  p r o c e s s  o f  en co d in g  and t r a n s m it t in g  th e  in fo r m a tio n  ab ou t th e  
p o l i c y ,  th e  o f f i c e  manager b r in g s  t o  th e  o r i g in a l  m essage s i t u a t i o n  h is  
sh o rtco m in g s  a s  both  a sen d er  and r e c e iv e r  o f  in fo r m a t io n . A m essage  
w hich  m ight have been  o r i g i n a l l y  tr a n s m it te d  to  th e  o f f i c e  manager a t  
th e  m eetin g  w ith  a c e r t a in  s t r u c t u r e  and r e l i a b i l i t y  m ight be r e t r a n s ­
m it te d  w ith  new d im en sio n s o f  m eaning r e f l e c t e d  by th e  in a d e q u a c ie s  
o f  th e  o f f i c e  m an ager's r e a c t io n  in  th e  in fe r e n c e  phase o f  th e  i n i t i a l  
com m unication . The in c o n s is t e n c y  m ight be n o t r e v e a le d  u n t i l  a l a t e r  
form al announcem ent o f  p o l ic y  i s  tr a n s m it te d  to  o f f i c e  w o rk ers .
Formal m ethods f o r  t r a n s m it t in g  in fo r m a tio n  in  th e  la r g e  b u s in e s s  
f ir m  a re  som etim es in t o le r a b ly  s lo w . C e r ta in  in fo r m a t io n , f o r  exam ple, 
may be r e s e r v e d  fo r  p r e s e n t a t io n  in  su ch  p e r io d ic  m edia as th e  m onthly  
h ou se  organ , th e  w eek ly  departm ent h e a d s ' c o n fe r e n c e , or th e  annual 
s h a r e h o ld e r s '  m e e tin g . W ith due a llo w a n c e  fo r  th e  many sh o rtco m in g s  o f  
com m unicative e f f o r t  d is c u s s e d  in  t h i s  s tu d y , theB e o f f i c i a l  m edia  
c o n s t i t u t e  r e l i a b l e  s o u r c e s  o f  in fo r m a t io n . H owever, in  th e  in te r im  
p e r io d - - t h e  p e r io d  in  w hich  p a r t ic ip a n t s  in  th e  fir m  a r e  a w a it in g  
form al p r e s e n t a t io n s - - t h e r e  i s  no s to p p a g e  o f  in fo r m a tio n  f lo w . The 
in s a t i a b l e  t h i r s t  o f  in d iv id u a ls  f o r  " fa c t s "  i s  n o t n e c e s s a r i l y  s a t ­
i s f i e d  on a p e r io d ic  b a s i s .
In fo r m a tio n  f lo w , t h e r e f o r e ,  i s  a c o n t in u in g  form al and in fo rm a l 
p r o c e s s  in  th e  o r g a n iz a t io n .  And t h i s  in fo r m a tio n  r e f l e c t s  v a r y in g  
d e g r e e s  o f  r e l i a b i l i t y  s in c e  i t  i s  in f lu e n c e d  by each  sen d er  and
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r e c e iv e r  through whom i t  p a s s e s .  I t s  r e l i a b i l i t y  Is a l s o  in f lu e n c e d  by 
i t s  v ery  n a tu re:
k f a i r l y  s im p le  company d e c i s io n  t o  gran t ev er y  em ployee  
w ith  more than s i x  m onths' s e r v ic e  a tw o-week v a c a t io n  w ith  
pay cou ld  p rob ab ly  be communicated down through s e v e r a l  
l e v e l s  w ith o u t m ajor a l t e r a t i o n .  But an announcement o f  
p o l ic y  on u n io n  m a tte r s , or on p rom otion s, i s  o f t e n  b ad ly  
m angled or dow nright m is le a d in g  by th e  tim e i t  f i l t e r s  down 
through  th e  l e v e l s  o f  o r g a n iz a t io n .^
P a r t ic ip a n t s  in  a fir m  do n o t n e c e s s a r i ly  d is c a r d  in fo rm a tio n  
w hich  i s  o f  q u e s t io n a b le  r e l i a b i l i t y .  U n r e l ia b le  in fo rm a tio n  can  
s t im u la te  r e c e iv e r  r e sp o n se  j u s t  a s  q u ic k ly  as can r e l i a b l e  in fo rm a tio n  
i f  th e  r e c e iv e r  f a i l s  t o  d e t e c t  i t s  f a l l a c y .
The o r g a n iz a tio n a l,_ g r a p e v in e . The o r g a n iz a t io n a l g ra p ev in e  i s  
g e n e r a l ly  c o n s id e r e d  t o  be th e  c a r r ie r  o f  in fo rm a tio n  w hich i s  not 
p r e se n te d  under form al c ircu m sta n ce s  in  th e  f ir m . In  p art a t  l e a s t ,  
th e  g ra p ev in e  in  a company owes i t s  e x i s t e n c e  to  th e  s lo w n ess  o f  con­
v e n t io n a l  m edia fo r  form al in fo rm a tio n  f lo w . C e r ta in ly  one o f  th e  most 
in t e r e s t i n g  c h a r a c t e r i s t i c s  o f th e  g ra p ev in e  i s  th e  in c r e d ib le  sp eed  
w ith  which i t  can spread  in fo rm a tio n  in  a la r g e  o r g a n iz a t io n .
K oontz and O’D o n n e ll fu r n is h  a c o n c is e  but v ery  adequate  
d e s c r ip t io n  o f  th e  g ra p ev in e :
The g r a p e v in e , o f  c o u r se , th r iv e s  on in fo rm a tio n  th a t  
i s  n o t op en ly  a v a i l a b l e  to  th e  e n t i r e  group, e i t h e r  b eca u se  
i t  i s  regarded  a s  c o n f id e n t ia l ,  b eca u se  th e  more form al
26G eorge S tr a u ss  and Leonard R. S a y le s ,  P e r so n n e l: The Human
Problem s o f  Management (Englewood C l i f f s ,  New J e r se y :  P r e n t ic e -H a l l ,
I n c . ,  1 9 6 0 ) , p . 307 .
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l i n e s  o f  com m unication are  in ad eq u ate  to  d is p e r s e  i t ,  
or b ecau se th e  in fo rm a tio n  i s  o f  th e  k in d  ( £ . .£ . ,  s c a n d a l)  
th a t  would n o t ev e r  be g iv e n  f u l l ,  form al d i s c l o s u r e . 27
Much o f th e  in fo r m a tio n  tr a n sm itte d  through an o r g a n iz a t io n a l  
g ra p ev in e  can b e - - r e l i a b i l i t y  c o n s id e r e d - - c la s s  i f  led  as rumor. W ith in  
th e  b u s in e s s  o r g a n iz a t io n  a rumor u s u a l ly  r e f l e c t s  c e r t a in  c h a r a c te r ­
i s t i c s ,  th e most s t r ik in g  o f  which i s  p l a u s i b i l i t y .  The in d iv id u a l  in  
a fir m  who r e c e iv e s  and r e tr a n sm its  a rumor d oes so  b eca u se  th e  in f o r ­
m ation  in h ere n t in  the rumor seem s l o g i c a l  when known f a c t s  and c ircu m ­
s ta n c e s  are  c o n s id e r e d . For exam ple, a rumor m ight p r e v a i l  th a t  " th ir fcy -  
th r e e  p ro d u ctio n  w orkers are  to  be la id  o f f  a t  th e  end o f  th e  month" in  
a s p e c i f i c  f ir m . To th e  in d iv id u a l who r e c e iv e s  and r e tr a n s m its  t h i s  
"fact',' th e  in fo rm a tio n  m ight seem h ig h ly  p la u s ib le  b eca u se  he knows th a t  
th e  f ir m 's  s a le s  a r e  now tw e lv e  per c e n t  l e s s  th an  d u rin g  a com parable  
p er io d  th e  p rev io u s  yea r; he has ob served  an in v e n to r y  b u ild -u p  in  th e  
f ir m 's  w arehouse; and h is  d a i ly  new spaper has been  f i l l e d  w ith  a r t i c l e s  
about an econom ic r e c e s s io n .  Having co n s id e r e d  th e  p l a u s i b i l i t y  o f  th e  
in fo r m a tio n  he r e c e iv e d ,  th e  in d iv id u a l r e tr a n s m its  to  a n o th er  r e c e iv e r .  
The p o s s ib le  con seq u en ces o f  t h i s  rumor m ight be r e s ig n a t io n s  in  th e  
p la n t  and a rash  o f  in q u ir ie s  in  th e p erso n n e l and o th er  o f f i c e s  about 
th e  p r i o r i t i e s  t o  be fo llo w e d  in  th e  " la y - o f f s ."  Rumor p l a u s i b i l i t y ,  
th en , h e lp s  a ccou n t fo r  th e f a c t  th a t  r e c e iv e r  resp o n se  to  t h i s  ty p e  o f  
in fo r m a tio n  can be s t im u la te d  by u n r e l ia b le  in fo r m a tio n .
^ H a r o ld  K oontz and C y r il  O 'D o n n e ll, P r in c ip le s  o f  Management 
(New York: M cGraw-Hill Book Company, I n c . ,  1 9 5 5 ) , p . 28 6 .
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A nother c h a r a c t e r i s t ic  o f  rumor in  th e  b u s in e ss  o r g a n iz a t io n  i s  
vagu en ess o f  o r ig in a l  so u r c e . A s t e p -b y - s t e p  r e tr a c in g  o f  rumor 
g e n e r a lly  i s  a m a z e - lik e  t r ip ,  th e  reason  b ein g  th a t  each new in s ta n c e  
o f  en cod in g  to  a new r e c e iv e r  fu r th e r  ob scu res the sou rce  through  
r e l ia n c e  on such in tr o d u c to r y  words as "They say  . . or " I hear ,
. . An o b s e r v a t io n  i s  su b m itted  here th a t the t y p ic a l  p a r t ic ip a n t  
in  a firm  r e c e iv e s  and r e tr a n sm its  rumor w ith o u t p a r t ic u la r  pause fo r  
so u rce  c o n s id e r a t io n  in  a l l  in s t a n c e s .  The n atu re o f  m essage c o n t e x t - -  
n o t o r ig in a l  sou rce  c o n s id e r a t io n —d ic t a t e s  the z e a l  w ith  w hich th e  
p a r t ic ip a n t  in  a rumor s i t u a t io n  l in k s  w ith  an oth er p a r t ic ip a n t .  Thus 
in fo rm a tio n  about a change in  an im portant s te p  o f  a te c h n ic a l  pro­
cedure would be checked as to  so u r c e . However, in fo rm a tio n  about the  
upcoming r e t ir e m e n t o f  a p a r t ic u la r ly  d is l ik e d  foreman would be so  
r e l is h e d  b ecau se o f  i t s  natu re th a t  i t  would be r e tr a n sm itte d  w ith o u t  
a t t e n t io n  b e in g  g iv e n  to  sou rce  ch eck in g .
As th e  medium through w hich rumor p a s s e s ,  th e  grap ev in e must be 
regarded  a s  f o s t e r in g  m iscom m unication in  th e b u s in e ss  o r g a n iz a t io n .
But th e  fa c t  should  be acknowledged th a t  n ot a l l  in fo rm a tio n  p a ss in g  
through th e  gra p ev in e  i s  t o t a l l y  u n r e l ia b le .  Nor should  th e grap ev in e  
n e c e s s a r i ly  be co n s id e r e d  as an e v i l  to  be stamped out a t  a l l  c o s t s .  
B a s ic a l ly ,  th e  g ra p ev in e  i s  an im portant p art o f  th e  in form al organ­
iz a t io n  w hich is  b len d ed  in  w ith  the form al o r g a n iz a t io n . Management 
l i t e r a t u r e  g e n e r a lly  r e c o g n iz e s  the r o le  o f  and need fo r  m a in ta in in g  
th e  in form al o r g a n iz a t io n . As s ta te d  by Barnard, th e  in form al organ­
iz a t io n  p ro v id es  a "means o f  m a in ta in in g  th e p e r s o n a lity  o f  th e
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in d iv id u a l a g a in s t  c e r ta in  e f f e c t s  o f  form al o r g a n iz a tio n s  w hich tend  
to  d i s in t e g r a t e  p erso n a lity ." ^ ®
I t  i s  concluded  h ere  th a t management has a need fo r  standards by 
w hich in fo rm a tio n  flow  in  the gra p ev in e  and o th er  in form al o rg a n iza ­
t io n a l  c o n ta c ts  w i l l  be c h a r a c te r iz e d  by h ig h er  d egrees o f  r e l i a b i l i t y .  
These stan d ard s are among th o se  proposed in  Chapter IV o f  th e  t h e s i s .
I I I .  MANAGEMENT'S RESPONSIBILITY FOR COMMUNICATION 
P la y in g  i t s  major ro le- in  th e  firm  in  s e t t i n g  o b je c t iv e s  and 
s t im u la t in g  con form ity  to  th o se  o b j e c t iv e s ,  com m unication i s  manage­
m ent's means fo r  b r in g in g  order to  what would o th erw ise  be chaos in  th e  
b u s in e ss  o r g a n iz a t io n . As noted  p r e v io u s ly  in  t h i s  ch a p ter , th e u lt im a te  
ord er w hich in fo rm a tio n  flo w  cou ld  b r in g  to  th e  firm  would be p e r fe c t  
b a lan ce  and s t a b i l i t y .  A lthough th e r e  i s  rea so n  to  b e l ie v e  th a t  p e r fe c t  
b a la n ce  and s t a b i l i t y  r e p r e se n ts  an u n a tta in a b le  benchmark, management 
should  n o n e th e le s s  s t r i v e  toward t h i s  u lt im a te  o f  order by m axim izing th e  
e f f e c t i v e n e s s  o f  com m unication in  p la n n in g , o r g a n iz in g , c o n t r o l l in g ,  and 
m o tiv a tin g  th e components o f  th e  firm .
The in t e r a c t io n  o f in fo rm a tio n  w ith  the b a s ic  management fu n c t io n s  
i s  th e  key w hich p ro v id es  an u n d ersta n d in g  o f how and why a b u s in e ss  f irm  
behaves as i t  does in  t o t a l l y  or p a r t ia l l y  s e c u r in g  i t s  g e n e r a l s e r v ic e
^ B a rn a rd , 0£. c i t . .  p. 122 .
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o b j e c t iv e s  or not se c u r in g  them a t  a l l .  Thus a r e c o g n it io n  th a t  th e  
manager has a b a s ic  r e s p o n s i b i l i t y  to  p la n , o r g a n iz e , c o n tr o l,  and 
m o tiv a te  should  be accom panied by a s im ila r  r e c o g n it io n  th a t  the  
manager has a b a s ic  r e s p o n s i b i l i t y  to  communicate.
Why does the m a n a g e r ^  have a b a s ic  r e s p o n s ib i l i t y  to  commun­
ic a te ?  Perhaps the b e s t  answer to  t h i s  q u e s tio n  i s  in h ere n t in  the  
s im p le  o b se r v a tio n  th a t the manager in  a firm  is  the in d iv id u a l to  whom 
p eo p le  come fo r  in fo rm a tio n  and to  whom p eo p le  g iv e  in fo rm a tio n . The 
f a c t  th a t th e  manager r e c e iv e s  and tr a n sm its  in fo rm a tio n  in  th e  p er­
form ance o f  th e  fu n c t io n s  fo r  w hich he i s  r e s p o n s ib le  in terw ea v es com­
m u n ica tiv e  r e s p o n s i b i l i t y  w ith  h is  o th er  b a s ic  r e s p o n s i b i l i t i e s .  In  
fa c in g  up to  t h i s  r e s p o n s ib i l i t y  to  r e c e iv e  and tra n sm it in fo rm a tio n , 
th e  manager in  e f f e c t  becomes a com m unication c e n te r , th e  hub through  
which in fo rm a tio n  f lo w s .
The Manager a s  a Communication
George L . Hinds p o in ts  ou t th a t  th e e x e c u t iv e  in  a b u s in e ss  firm  
" is  concerned  w ith  th e  in te g r a t io n  and c o o r d in a tio n  o f  p rod u ctio n , 
p u rch a sin g , a c c o u n tin g , in d u s tr ia l  r e l a t io n s ,  s a le s  and a d v e r t is in g ,
use(j h e r e , th e  word manager i s  r e p r e s e n ta t iv e  o f a person  
who b ears r e s p o n s i b i l i t y  fo r  g e t t in g  work done through in d iv id u a ls  
who a re  su b o rd in a te  to  him and r e p o r t  to  him . For purposes o f t h is  
a n a ly s i s ,  th e  im m ediate o b je c t iv e  o f  th e  manager i s  to  co o rd in a te  
in d iv id u a ls  perform ing th e  fu n c t io n s  fo r  w hich he i s  u l t im a te ly  
r e s p o n s ib le .  The manager a c h ie v e s  t h i s  c o o r d in a tio n  by perform ing  
th e  fu n c t io n  o f  p la n n in g , o r g a n iz in g , c o n t r o l l in g ,  and m o tiv a tin g  (a s  
d e f in e d  on pages 76-79 o f  th e  s t u d y ) . In  th e s e  p a g es, th e r e fo r e ,  a 
su p e r v iso r  i s  co n sid ered  to  be a manager j u s t  as i s  any e x e c u t iv e  on 
any h ig h e r  l e v e l  o f  th e  h ie r a r c h y .
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and any o th er  d iv i s io n s  e s s e n t i a l  to  th e m anufacturing and s e l l i n g  o f  
a p r o d u c t .” Thus, co n tin u es  H inds, th e  e x e c u t iv e  i s  a " fo c a l p o in t” 
who must in te g r a te  in fo rm a tio n  r e la t in g  to  fou r  groups:
1 . The consumer or p u b lic ;
2 . The governm ent;
3 . The board o f  d ir e c t o r s ;
4 . The span o f c o n tr o l rep re se n ted  by th e  d i v i s i b i l i t y  
o f  th e  o r g a n iz a t io n .^
A lthough  h is  con cep t o f  the e x e c u t iv e  i s  more a p p ro p r ia te  fo r  con­
s id e r a t io n  o f th e  ca se  o f  a top  a d m in is tr a to r  in  a m anufacturing  
concern , H inds' does fu r n ish  in s ig h t  in to  any m anager's r o le  as a 
com m unicator.
C arrying on h is  r o le  as a com m unication c e n te r , th e  manager 
d e a ls  w ith  in fo rm a tio n  in p u ts and o u tp u ts . To th e  manager, inform a­
t io n  fr e q u e n t ly  s e r v e s  as a s u b s t i t u t e  fo r  d ir e c t  o b se r v a tio n  o f  
e x te n s io n a l  o b j e c t s .31 G en era lly  th e  d e c is io n s  he makes as he p la n s , 
o r g a n iz e s , c o n tr o ls ,  and m o tiv a te s  are  based  on in fo rm a tio n  in p u ts .
The d e c is io n  I t s e l f  i s  an in fo rm a tio n  o u tp u t, th e  q u a lity  o f  which i s  
in f lu e n c e d  s i g n i f i c a n t l y  by th e  r e l i a b i l i t y  o f  th e  r e la te d  in p u t.
S in ce  th e in d iv id u a l manager must bear r e s p o n s i b i l i t y  fo r  the
■*®George L. H inds, "The Communicative B ehavior o f  the E x e c u tiv e ,"  
Jou rn al o f  Communication, V II (S p r in g , 1 9 5 7 ), 29 .
■**For exam ple, th e manager does n o t n e c e s s a r i ly  s e e  a p ie c e  o f 
down equipm ent when he i s  about to  make a d e c is io n .  He i s  to ld  th a t  th e  
equipm ent i s  down, and he makes a d e c is io n  on th e  b a s is  o f  in fo rm a tio n , 
n ot o b se r v a t io n .
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consequences o f  h is  d e c i s io n s ,  he m ust, s im i la r ly ,  bear r e s p o n s ib i l i t y  
f o r  th e  in fo rm a tio n  s tr u c tu r e  o f  th e d e c is io n s  he m akes. He cannot 
a b d ic a te  r e s p o n s ib i l i t y  fo r  a d e c is io n  m erely  b eca u se  a s p e c i f i c  in f o r ­
m ation  in p u t used  was n ot r e l i a b l e .  By th e  same to k en , he cannot deny 
h i s  r e s p o n s i b i l i t y  b ecau se th e in d iv id u a l t o  whom he communicated th e  
d e c is io n  d id  n ot understand th e p a r t ic u la r  in fo rm a tio n  o u tp u t.
B ecause o f  h i s  need fo r  heavy r e l ia n c e  on in fo rm a tio n , the  
manager must assume r e s p o n s i b i l i t y  as both  a communicator and a com­
m u n ica tee . H is r e s p o n s ib i l i t y  to  th e  o r g a n iz a tio n  as a r e c e iv e r  o f  
in fo rm a tio n  d ic t a t e s  th a t  he be on guard a g a in s t  th e  human and language  
fa c to r s  w hich d i s t o r t  re sp o n se  in  the In fe ren ce  phase o f  com m unication  
( s e e  pages 55 -64  ) .  H is r e s p o n s i b i l i t y  a s  a sen d er o f  in fo rm a tio n  p oses  
a s im ila r  need fo r  him to  e x p e r ie n c e  th e  in t r o s p e c t iv e ,  en co d in g , and 
tr a n sm iss io n  phases o f  th e  p ro cess  in  such a way as to  m inim ize th e  
im pact o f  human language fa c to r s  w hich c o n d it io n  th e s e  p h a se s . In  th e  
f in a l  a n a ly s i s ,  th e r e fo r e ,  th e  e f f e c t iv e n e s s  w ith  w hich the manager 
c a r r ie s  out h is  r e s p o n s ib i l i t y  to  the firm  i s  in f lu e n c e d  s i g n i f i c a n t l y  
by th e  d eg ree  to  which he comprehends th e  com m unication p ro cess  and 
e x e r c is e s  a p p ro p r ia te  com m unication s ta n d a rd s .
The Manager1s Need f o r  ■Communication Standards
R ich ard s and N ie la n d er  p rov id e  a summation o f  t y p ic a l  problem s 
o f th e  b u s in e ss  firm  which can be a t t r ib u te d  to  f a u lt y  in form ation  
flow :
S u b ord in ates f a i l  to  carry  out in s t r u c t io n s ;  managers do 
not c o o r d in a te  t h e ir  p la n s w ith  each  o th er ; th e  e x e c u t iv e  
e x p e c ts  c e r ta in  perform ance but f a i l s  to  g iv e  ord ers to
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th a t  e f f e c t ;  one departm ent h ir e s  workers w h ile  an oth er  
departm ent fu r lo u g h s them. Problems in  a d m in is tr a t io n  such  
as th e se  (a s  w e ll  a s  many o th e r s )  have been a t t r ib u te d  to  
poor com m unication.
Such problem s as th e s e  are  c h a r a c t e r i s t i c  o f  o r g a n iz a t io n a l im balance 
and i n s t a b i l i t y  r e s u l t in g  from management's f a i l u r e  to  se c u r e  maximum 
e f f i c i e n c y  from th e  conm unicatlon  network w hich l in k s  th e  o r g a n iz a tio n  
in to  an o rg a n ic  w h o le . Such problem s can perhaps in  f a c t  be a t tr ib u te d  
to  management's f a i l u r e  to  r e c o g n iz e  th a t  th e firm  i s  an organism  in  
w hich a h ier a rch y  o f  o b j e c t iv e s  i s  pursued . For exam ple, th e  fa c t  th a t  
one departm ent i s  h ir in g  w orkers w h ile  an oth er i s  fu r lo u g h in g  them 
in d ic a te s  a p o s s ib le  f a i lu r e  o f  a f f e c t e d  managers to  r e c o g n iz e  and u se  
a com m unicative l in k  betw een  th e  two d ep artm en ts. The cau se fo r  t h i s  
f a i l u r e  might be tra ce d  to  th e  m anagers' p reo ccu p a tio n  w ith  goa ls  o f  
broad fu n c t io n  ( s e e  page 90 ) ra th e r  than g o a ls  o f  o r g a n iz a tio n , a 
p r e d is p o s it io n  to  v iew  th e  fu n c t io n  o f  a departm ent as th e  end i t s e l f  
r a th e r  than  th e means to  an end in  th e  t o t a l  o r g a n iz a t io n . Problems 
o f in fo rm a tio n  f lo w  such as t h i s  can be circum vented  or a t  l e a s t  
m inim ized i f  managers e x e r c i s e  proper stand ard s fo r  com m unication.
There i s  rea so n  to  b e l i e v e ,  how ever, th a t many managers never  
pause t o  f u l l y  c o n s id e r  th e  r o le  and im pact o f  in fo rm a tio n  flow  in  
th e  b u s in e ss  o r g a n iz a t io n . As p o in ted  out by Frank E. F isc h e r  o f th e  
Am erican Management A ss o c ia t io n :
■^Max d . R ichards and W illia m  A. N ie la n d er  ( e d s . ) ,  Readings in  
Management (D a lla s ,  Texas: South-W estern  P u b lish in g  C o ., 1 9 5 8 ), p. 1 0 1 .
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The f a c t  o f  the m atter  i s  th a t many e x e c u t iv e s  s t i l l  
do n o t understand  what com m unication i s  and what i t  can  
d o . They u n d e restim a te  i t s  co m p lex ity , i t s  power, and 
im portance. Too few a p p r e c ia te  th a t  conm unication  i s  
a t  th e  h e a r t o f  a l l  b u s in e ss  o p e r a t io n s , th a t i t  
encom passes a l l  th o se  a c t i v i t i e s  by w hich we in f lu e n c e  
o th e r s  . . . . 33
F isc h e r  fu r th e r  p o in ts  out th a t  "many e x e c u t iv e s  have m istaken  th e  form  
o f com m unication fo r  i t s  su b s ta n c e . They have paid to o  much a t t e n t io n  
to  media and d e v ic e s ,  to o  l i t t l e  to  purpose and c o n te n t ."34
J u s t i f i c a t i o n  fo r  t h i s  stu d y  i s  r e f l e c t e d  in  th e remarks o f  
F is c h e r .  I t  i s  su b m itted  h ere  th a t  management's tendency to  th in k  o f  
com m unication in  term s o f "media and d e v ic e s"  can be a t t r ib u te d  in  la r g e  
p art to  th e  fa c t  th a t  stand ard s fo r  com m unication w hich have h e r e to fo r e  
been made a v a i la b le  to  managers have been l im ite d  p r im a r ily  to  the en ­
cod ing phase o f th e  p ro cess  in  w hich media and d e v ic e s  a re  ca r d in a l  
f a c t o r s .  In  the v iew  o f t h is  s tu d en t th e r e  i s  a c r i t i c a l  need fo r  
stan d ard s a p p lic a b le  to  th e in t r o s p e c t iv e ,  tr a n sm iss io n , and in fe r e n c e  
phases o f  th e  p ro cess  as w e l l .  In order fo r  th e se  stan d ard s to  be most 
m eaningfu l to  the manager, th e r e  i s ,  fu rth erm ore, a need fo r  the s t a n ­
dards to  be r e la te d  to  the b a s ic  management p ro cess  s tu d y --p la n n in g ,  
o r g a n iz in g , c o n t r o l l in g ,  and m o tiv a tin g . The clim ax o f  t h i s  stu d y  i s  a 
p r e s e n ta t io n  o f such standards in  the n ext ch a p ter , Chapter IV.
33 I b id . .  p. 103 . 
34 I b id . .  p. 1 02 .
CHAPTER IV
A PROPOSAL OF STANDARDS FOR MANAGERIAL COMMJNICATION 
IN THE BUSINESS ORGANIZATION
The f in d in g s  o f C hapters I I  and I I I  r e v e a l a need fo r  stan d ard s  
by w hich  management can be guided in  m axim izing th e  e f f e c t i v e n e s s  o f  
com m unication in  the b u s in e ss  o r g a n iz a tio n  as th e  fu n c t io n s  o f  p la n n in g , 
o r g a n iz in g , c o n t r o l l in g ,  and m o tiv a tin g  are c a r r ie d  on. These standards  
a re  th e  s u b je c t  o f C hapter IV o f th e  s tu d y .
A q u e s t io n  may be r a is e d  about why the f o c a l  p o in t o f th e  stud y  
i s  a p r e s e n ta t io n  o f stand ard s r a th e r  than p r in c i p l e s . The answer to  
t h i s  q u e s tio n  i s  based on a c o n s id e r a t io n  o f th e  d if f e r e n c e  betw een  a 
stan d ard  and a p r in c ip le .  As e n v is io n e d  h ere , a p r in c ip le  i s  a gu id e  
to  p h y s ic a l a n d /o r  m ental a c t io n  w h ich , when g iv e n  s p e c i f i e d  c o n d it io n s  
under which to  o p e r a te , w i l l  y ie ld  b a s i c a l l y  th e  same r e s u l t s  each tim e  
i t  i s  a p p lie d . The p r in c ip le ,  p ro p er ly  t e s t e d ,  i s  s u b je c t  to  u n iv e r s a l  
a p p lic a t io n  in  a l l  typ es o f  o r g a n iz a t io n s .
A sta n d a rd , on th e  o th er  hand, i s  a benchmark or r u le  fo r  pro­
ced u re a g a in s t  w hich a c tu a l perform ance can be checked and toward which  
a c t u a l  perform ance can s t r i v e .  A stand ard  may be e s t a b l is h e d  through  
o b se r v a tio n  o f  a c tu a l e x p e r ie n c e ;  o r , where no such  d ir e c t  o b se r v a tio n  
i s  p o s s ib le ,  a standard  may be e s t a b l is h e d  through an in t u i t i v e  con­
s id e r a t io n  o f what perform ance or p r a c t ic e  seems rea so n a b le  under the  
p a r t ic u la r  c ircu m sta n ces  in v o lv e d . In  c o n tr a s t  to  a p r in c ip le ,
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t h e r e f o r e ,  a s ta n d a rd  i s  n o t  n e c e s s a r i l y  a t e s t e d ,  u n iv e r s a l  g u id e  to  
a c t i o n .  R a th e r , th e  s ta n d a r d  in v o lv e s  m e r e ly  a s ta te m e n t  o f  an  optimum  
tow ard and by w hich  m en ta l and p h y s ic a l  e f f o r t  sh o u ld  be d i r e c t e d .  As 
s e e n  h e r e , a s ta n d a r d  can b e a q u a n t i t a t iv e  s ta te m e n t  o f  th e  l e v e l  
tow ard w h ich  a c e r t a in  p erform an ce sh o u ld  s t r i v e  ( e . g . ,  "Each em p loyee  
in  th e  t y p i s t  p o o l sh o u ld  c o m p le te  36 Forms 101A d u r in g  each  e i g h t -  
h ou r w ork in g  d a y ." ) . Or a s ta n d a r d  can be a q u a l i t a t i v e  s ta te m e n t  o f  
th e  l e v e l  tow ard w h ich  a c e r t a i n  p erform an ce  sh o u ld  s t r i v e  ( e . g . ,  "At 
th e  end o f  each  s h i f t ,  m ach ine o p e r a to r s  sh o u ld  le a v e  t h e i r  m ach in es  
a s c le a n  a s  p o s s i b l e ,  d ep en d in g  on th e  n a tu r e  o f  th e  work in  p r o c e s s ." ) .  
Or, a s  more f r e q u e n t ly  u sed  in  t h i s  c h a p te r ,  a s ta n d a r d  may be a g u id in g  
s ta te m e n t  d e s ig n e d  to  a id  a n  in d iv id u a l  in  a c h ie v in g  c e r t a in  d e s ir e d  
r e s u l t s  ( e . g . ,  "The manager p r e p a r in g  a m essa g e  f o r  o p e r a t i v e - l e v e l  
em p lo y e e s  sh o u ld  w r i t e  r e l a t i v e l y  s h o r t  s e n t e n c e s ." ) .
B eca u se  in fo r m a tio n  f lo w  i s  a n e b u lo u s  p r o c e s s  in  th e  b u s in e s s  
o r g a n iz a t io n ,  t h i s  s tu d e n t  b e l i e v e s  t h a t  a p r o p o sa l o f  p r in c i p l e s  
r e l a t i n g  t o  m a n a g er ia l com m u n ication  w ould  be u n su p p o rted  and 
u n r e a l i s t i c .  T h is  s tu d e n t  su b m its  th a t  th e  com m u n ication  p r o c e s s  i s  
c o n s t i t u t e d  o f  s o  many human and la n g u a g e  v a r i a b l e s  t h a t  th e  e x p e r i ­
m e n ta t io n  or  t e s t i n g  n e c e s s a r y  f o r  th e  e s t a b l is h m e n t  o f  an e x t e n s iv e  
body o f  p r in c i p l e s  w ould be v i r t u a l l y  im p o s s ib le  w ith  p r e s e n t ly  
e x i s t i n g  m ethods f o r  a n a ly z in g  human b e h a v io r .  I t  i s  p o s s i b l e  th a t  
th e  day w i l l  come when su ch  te c h n iq u e s  and t o o l s  a s  th e  d ep th  in te r v ie w  
and th e  p o ly g ra p h  w i l l  be r e f i n e d  to  th e  p o in t  th a t  e x p e r im e n ta t io n  in  
human com m unication  can r e s u l t  in  p r in c i p l e s  w hich  w i l l  h ave  u n iv e r s a l
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s i g n i f i c a n c e .  In  th e  m eantim e, h o w ev er , th e  b e s t  ap p roach  to  s a t i s f y  
th e  im m ediate n eed s o f  b u s in e s s  management i s  one w h ich  p r o v id e s  s t a n ­
d ard s b a sed  on a c o n s id e r a t io n  o f  t h a t  w h ich  i s  r e a s o n a b ly  u n d e r s to o d  
a b o u t in fo r m a t io n  f lo w  in  th e  f ir m  a s  th e  management p r o c e s s  i s  c a r r ie d  
on .
The s ta n d a r d s  f o r  m a n a g er ia l com m unication  p ro p o sed  in  t h i s  
c h a p te r  a r e  g e n e r a l ly  q u a l i t a t i v e  in  n a tu r e  f o r  th e  o b v io u s  r e a s o n  th a t  
in fo r m a t io n  f lo w  i s  in f lu e n c e d  more by q u a l i t a t i v e  f a c t o r s  th a n  i t  i s  
by q u a n t i t a t iv e  f a c t o r s .  Each s ta n d a r d  p ro p o sed  c o n s t i t u t e s  a g u id in g  
s ta te m e n t  w h ich  management sh o u ld  f o l lo w  in  i t s  e f f o r t s  t o  com m unicate  
e f f e c t i v e l y  in  th e  f ir m . T hese s ta n d a r d s  a r e  p rop osed  a s  th e y  l o g i c a l l y  
d e v e lo p  from  a n a ly s i s  o f  each  o f  th e  b a s ic  management f u n c t io n s .
The a n a ly s i s  p r e s e n te d  in  C hap ter  IV i s  b r o a d ly  d iv id e d  in t o  
fo u r  p a r t s .  The o b j e c t i v e  o f  ea ch  o f  t h e s e  p a r ts  i s  t o  r e l a t e  commun­
i c a t i o n  t o  a b a s ic  m a n a g er ia l f u n c t io n  and from  th e  r e l a t i o n s h i p s  n o ted  
t o  p rop ose  s ta n d a r d s  by w hich  management can  d e a l w ith  th e  com m u n ication  
p r o c e s s .
Of th e  fo u r  p a r t s  p r e s e n te d , P a rt 1 , w h ich  d e a l s  w ith  com m unica­
t i o n  in  p la n n in g ,  i s  th e  m ost c o m p r e h e n s iv e . I t  sh o u ld  be n o ted  t h a t  
undue em p h a sis  i s  n o t  g iv e n  to  th e  p la n n in g  fu n c t io n  in  t h e s e  p a g e s . 
P r e v io u s  a n a ly s i s  p r e s e n te d  in  th e  s tu d y  j u s t i f i e s  t h i s  co m p reh en siv e  
c o v e r a g e  b e c a u se  o f  th e  b a s ic  f in d in g  t h a t  th e  prim ary r o l e  o f  com­
m u n ic a t io n  i s  one o f  s e t t i n g  o r g a n iz a t io n a l  o b j e c t iv e s  and s t im u la t in g  
c o n fo r m ity  t o  th o s e  o b j e c t i v e s .  I t  i s  th ro u g h  p erform an ce o f  th e  
p la n n in g  f u n c t io n  t h a t  management s e t s  o b j e c t i v e s ,  th u s  c r e a t e s  th e
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p r e v a i l in g  atm osphere fo r  in fo rm a tio n  flow  in  th e  firm . M oreover, in  
t h i s  ch ap ter  a n a ly s is  o f th e  p la n n in g  fu n c t io n  in  terms o f  in fo rm a tio n  
flo w  r e s u l t s  in  th e  s t ip u la t io n  o f  com m unication stand ard s which a re  
e q u a lly  a p p lic a b le  to  the o th er  b a s ic  f u n c t io n s .  P arts I I ,  I I I ,  and IV 
o f t h i s  ch ap ter a n a ly ze  th e se  o th er  b a s ic  fu n c t io n s  in  t h i s  r e s p e c t iv e  
order: o r g a n iz in g , c o n t r o l l in g ,  and m o tiv a t in g .
I .  MANAGERIAL PLANNING AND COMMUNICATION1
C o n s id e r a tio n  o f in fo rm a tio n  flow  as i t  r e la t e s  t o  the m anageria l 
p la n n in g  p ro cess  p rov id es  th e m ost e f f e c t i v e  p o in t o f  d ep artu re in  t h i s  
a n a ly s i s  because:
1. The p lan n in g  p r o c e s s , ex cep t fo r  in s ta n c e s  o f  ro u tin e  
s h o r t-r u n  p la n n in g , i s  c a r r ie d  on in  an atm osphere  
h ig h ly  charged w ith  th e  need fo r  f r e e  in fo rm a tio n  
flo w  in  th e firm .
^Research fo r  P art I  o f  t h i s  ch ap ter was com pleted during th e  
summer o f  1959 a s  a p i lo t  stu d y  to  e s t a b l i s h  the f e a s i b i l i t y  o f and 
need fo r  t h is  d i s s e r t a t io n .  The major p o r t io n  o f Part I  has been  
p u b lish e d  as C hapter 10, "The R ole o f  C onm unication Theory in  P la n n in g ,"  
P la n n in g  Theory (Englewood C l i f f s ,  New J e r se y :  P r e n t ic e -H a l l ,  I n c . ,
1961) by P resto n  P. LeBreton and D ale A. H enning.
2R. C. D a v is  d is t in g u is h e s  betw een a d m in is tr a t iv e  and o p e r a t iv e  
p la n n in g  in  t h i s  fa sh io n : " A d m in istra tiv e  p lan n in g  i s  concerned w ith
th e  d e te r m in a tio n  o f  b a ses  o f  a c t io n  over a p er io d  o f tim e fo r  th e  
o r g a n iz a t io n  and i t s  v a r io u s  e lem en ts  . . . .  O p erative  p lan n in g  i s  
concerned  w ith  th e  d e term in a tio n  o f  b ases o f  a c t io n  fo r  accom plishm ent 
o f  s p e c i f i c  p r o je c t s  or u n d e r ta k in g s ."  The Fundam entals o f  Top 
Management, p . 8 1 . The em phasis in  t h is  ch a p ter  i s  p r im a r ily  on th e  
a d m in is tr a t iv e  p la n n in g  fu n c t io n .
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2 . From th e  s ta n d p o in t o f  a p lan n er, th e  p lan n in g  p r o c e ss ,  
a s l a t e r  a n a ly s is  in  t h i s  ch ap ter  show s, a c t u a l ly  
p a sse s  through th e  com m unication p h a ses  o f in tr o s p e c t io n ,  
en co d in g , tr a n sm is s io n , and in fe r e n c e .
3 .  The u lt im a te  consequence o f  the p la n n in g  p r o cess  i s  an 
in stru m en t o f  com m u n ication --th e w r i t t e n  (o r  spoken) 
p la n  i t s e l f .
I t  i s  in t e r e s t in g  to  n o te  a l s o  th a t  c o n s id e r a t io n  o f  in fo rm a tio n  flow  
to  f a c i l i t a t e  p lan n in g  in  th e f ir m  r e v e a ls  some g en era l sta n d a rd s by 
w hich management can be guided  in  m axim izing e f f e c t i v e  u se  o f  th e  organ­
iz a t i o n a l  com m unication netw ork. These g en era l stand ard s a re  not 
n e c e s s a r i ly  l im it e d  in  a p p l ic a t io n  to  p la n n in g . They a re  e q u a lly  
a p p lic a b le  to  th e  fu n c t io n s  o f  o r g a n iz in g , c o n t r o l l in g ,  and m o tiv a t in g .  
The P la n n in g  Concept C onsidered
As a n a lyzed  h e r e , th e  m anageria l p la n n in g  p ro cess  e n t a i l s  a d e t e r ­
m in a tio n  o f  o r g a n iz a t io n a l o b j e c t iv e s  p lu s a c o n s id e r a t io n  o f  th e  means 
by which th o se  o b j e c t iv e s  can be a c h i e v e d .  ^ A r e a l i s t i c  c o n s id e r a t io n  
o f  m an ageria l p la n n in g  tak es in t o  account th e  f a c t  th a t th e  fu n c t io n  
i s  not perform ed by a s in g le  in d iv id u a l ,  even  in  the m o d e st-s iz e d  f irm . 
R ather, th e  p lan  i s  a product o f  in fo rm a tio n  in p u t and ou tp u t throughout 
th e  o r g a n iz a t io n  as many in d iv id u a ls  c o n tr ib u te  to  th e  p lan n in g  fu n c t io n .  
The grow ing o r g a n iz a t io n  i s  l i k e l y  to  be one th a t i s  adding to  
co m p lex ity  o f  i t s  com m unication system s and p a t te r n s . E s p e c ia l ly  i s
t h i s  tr u e  when th e  o r g a n iz a t io n  i s  adding s t a f f  groups to  i t s
^See pages 6 9 -7 2  fo r  a d e t a i le d  d is c u s s io n  o f th e  r e la t io n s h ip  
o f o b j e c t iv e s  to  com m unication.
s t r u c tu r e ,^  because s t a f f  s p e c i a l i s t s  (p s y c h o lo g is t s ,  s o c i o l o g i s t s ,  
e n g in e e r s ,  la w y ers , e t c . )  are prone to  speak a language w hich i s  perhaps 
s tr a n g e  to  the members o f  th e o ld  o r g a n iz a t io n . Y et, p a r a d o x ic a lly  
enough, a prim ary fu n c t io n  o f th e s t a f f  i s  com m unication. Among o th er  
th in g s ,  a s t a f f  group m ight perform  such fu n c t io n s  as g a th e r in g  d a ta , 
is s u in g  r e p o r t s ,  p rep a r in g  d ir e c t iv e s ,  c o o r d in a tin g  a c t i v i t i e s ,  a d v is in g  
p e r so n s . A ll  o f th e s e  fu n c t io n s  in v o lv e  com m unication in  some manner 
or a n o th e r .
The advent o f th e  s p e c i a l i s t  has had a g r e a t im pact on th e  com­
m u n ica tion  problems and needs o f  th e  firm ; and in  no in s ta n c e  i s  t h i s  
im pact f e l t  more than in  the area  o f  p la n n in g . In t h is  s tu d y  a p o in t  
o f v iew  i s  taken  th a t th e  preponderance o f  legw ork  c a r r ie d  on in  th e  
p lan n in g  fu n c t io n  i s  done by s t a f f  w orkers, a lth o u g h  th e f i n a l  ap proving  
a u th o r ity  fo r  the p lan  i s  conceded to  be a l i n e  e x e c u t iv e .  As p re ­
v io u s ly  n o te d , a fu r th e r  p o in t o f  v iew  i s  tak en  in  t h is  s tu d y  th a t most 
f in is h e d  p la n s in  th e  o r g a n iz a tio n  r e p r e se n t th e  work o f  n o t j u s t  one 
man, but many men. A s p e c i f i c  in d iv id u a l c o n tr ib u t in g  to  th e  p lan n in g  
p r o c e s s ,  th e r e fo r e , m ight be one who:
1 . G athers d a ta  fo r  a p la n .
2 . F u rn ish es d a ta  fo r  a p la n .
3 . A nalyzes d a ta  fo r  a p la n .
^"Tapping New S ou rces o f  Knowledge," l o c . c i t .
5R. C. D a v is , I h e  gu p ^ iq ep ^ ^ g  ofc J&g ffitpaggmsnt, P- 262.
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4 . C onceives id ea s  fo r  a p la n .
5. Prepares th e  p lan  fo r  ap p rova l.
6 .  Approves th e  p lan .
Some S ig n i f ic a n t  R e la t io n s h ip s  Between P lan n in g  and Communic a t io n
P lan n in g  sta n d s  out d i s t i n c t i v e l y  among the o th e r  b a s ic  
m anageria l fu n c tio n s  o f  o r g a n iz in g , c o n t r o l l in g ,  and m o t iv a t in g . When 
th e  manager c a r r ie s  on th e l a t t e r  fu n c t io n s , he does so  in  the p resen ce  
o f  ta n g ib le  fa c to r s  ( e . g . ,  men, money, m ach in es, e t c . )  c u r r e n t ly  in  
e x i s t e n c e .  The p lan n in g  fu n c t io n , on the o th e r  hand, i s  c a r r ie d  on in  
an atm osphere o f in t a n g ib le s ,  an atm osphere c h a r a c te r iz e d  by f u t u r i t y  
and i t s  e n e v ita b le  companion, u n c e r ta in ty . I t  i s  no s u r p r is e ,  th en , 
th a t  th e  p lan n in g  fu n c t io n  has c h a r a c t e r i s t ic s  which are  p e c u lia r  to  
th e  fu n c t io n  i t s e l f .  These c h a r a c t e r i s t ic s  g iv e  r i s e  t o  some unique  
problem s o f  com m unication.
P lan n in g  is  an i n t e l l e c t u a l  p r o c e s s . A p lan  i s  a lm ost in ­
v a r ia b ly  a product o f  c r e a t iv e  th in k in g  on th e  part o f  th e  p lan n er .
The c r e a t iv e  th in k in g  p ro cess  i s  s t im u la te d  by the e x i s t e n c e  o f  a 
problem  w hich  must be so lv e d  or an o b je c t iv e  w hich must be a s c e r ta in e d  
and s e t  by the th in k e r .^  O b v io u sly , the more complex th e  problem ,
^ I t  shou ld  be r e c a l le d  a t  t h i s  p o in t th a t  the in t r o s p e c t iv e  
phase o f  com m unication i s  s e t  in  m otion by th e  com m unicator's resp o n se  
t o  a s t im u lu s  which r e s u l t s  in  h i s  c o n cep tio n  o f a need to  tra n sm it  
an e x p r e s s io n . See d is c u s s io n  on page 30 o f  th e  t h e s i s .
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th e  more com plex must be th e th ou ght c a r r ie d  on to  rea ch  a s o lu t io n  to
th e  prob lem . In th e  i n i t i a l  s ta g e s  o f th o u g h t, th e  co m p lex ity  f a c t o r
in tr o d u c e s  an in t r o s p e c t iv e  problem , a problem  in  w hich  th e  th in k e r  i s
a c t u a l ly  f r u s t r a te d  by h is  e f f o r t s  to  communicate w ith  h im s e lf  as he
c a r r ie s  on c r e a t iv e  th in k in g .
A t t h i s  s ta g e  in  the i n t e l l e c t u a l  p r o c e ss  o f  p la n n in g , th e
th in k e r  i s  l i k e l y  to  be p lagued  w ith  im agery which he cannot form in to
a c o h e s iv e  w hole to  r e p r e se n t  ev en  th e  embryo o f h i s  p la n . On b e in g
asked ab ou t h is  p r o g r e ss  w ith  a p lan  a t  t h i s  p o in t , th e  p lan n er m ight
respond w ith ,  "W ell, I'm  g e t t in g  some id e a s ,  but I  h a v e n 't  been  a b le
to  put them to g e th e r  y e t ."  T h is  s i t u a t io n  p o in ts  to  th e  f u t i l i t y  o f
e x p e c t in g  an in d iv id u a l to  communicate c l e a r l y  and c o h e r e n t ly  w ith
o th ers  about h is  p la n  a t  an e a r ly  s ta g e  in  th e  p la n n in g  p r o c e s s .  Not
o n ly  i s  he e x p e r ie n c in g  th e f r u s t r a t io n  in v o lv e d  in  r e c o n c i l in g  id e a s
*
he is  g e t t in g  about th e  p la n , but he is  e x p e r ie n c in g  o th er  problem s 
th a t c h a r a c te r iz e  th e  in t r o s p e c t iv e  phase o f  com m unication, such as  
h .is p e r c e p t iv e  in c o n s is te n c y  and h is  i n a b i l i t y  to  deduce c o r r e c t ly .^  
M oreover, th e  in d iv id u a l among many who i s  c o n tr ib u t in g  to  the  
p la n n in g  fu n c t io n  m ust, as p o in te d  out on page 35 o f  th e  t h e s i s ,
?See d is c u s s io n  o f  th e s e  c o n d it io n in g  f a c to r s  on pages 3 5 -3 6 .
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" rea so n  from a p a rt o f  th e  t o t a l  stim u lu s"  i f  he d o es  not have a f u l l  
aw areness o f  th e  o b j e c t iv e s  to  be sou ght in  the f in i s h e d  p lan .®
W hile the i n t e l l e c t u a l  p lan n in g  p r o cess  a d v a n ces , the p la n n e r 's  
f r u s t r a t io n  sh ou ld  tend  todJridnish as he g a in s  fu r th e r  in s ig h t  in t o  
s p e c i f i c  o b je c t iv e s  to  be sou ght by th e  means o f th e  p la n . He shou ld  
be a b le  to  s t a r t  p ie c in g  to g e th e r  p r e v io u s ly  c o n c e iv e d , perhaps 
seem in g ly  u n r e la te d  id e a s .  The in t e n s i t y  and e x t e n s i t y  o f th ou ght  
n e c e s s a r y  h e r e , o f  co u rse , would depend on the i n t e l l e c t u a l  c a p a c ity  o f  
th e  p lanner and h is  a b i l i t y  to  d is c e r n  r e la t io n s h ip s  o f  p r e v io u s ly  con­
c e iv e d  id ea s  to  th e  problem  or o b je c t iv e  and the p la n . I t  i s  h ig h ly  
p rob ab le  th a t  some i n i t i a l  id e a s  w i l l  be d isca rd ed  a s  having  no r e l a ­
t io n s h ip  to  the p lan ; o th e r s  w i l l  be m o d ifie d  to  more p ro p erly  ap p ly  
t o  th e  p lan; and s t i l l  o th e r s  w i l l  be h e ld  in  abeyance fo r  p o s s ib le  
l a t e r  a p p l ic a t io n  to  th e p la n .
What are th e  p r o sp e c ts  fo r  the p la n n e r 's  com m unication w ith  
o th e r s  a t  t h is  s ta g e  o f the p lan n in g  p ro cess?  Could th e  p lan n er  
i n t e l l i g e n t l y  communicate to  a second p a rty  (or secon d  p a r t ie s )  a 
c o n c r e te  p ic tu r e  o f  the p la n  to  date?  The answer t o  th e se  q u e s t io n s  
w ould be a f f e c t e d  by the com p lex ity  o f  th e  p lan  he i s  a ttem p tin g  to  
c o n c e iv e .  O b viou sly  i f  th e  problem in v o lv e d  i s  s im p le  p lan n in g  fo r ,  
s a y , th e  fu tu r e  arrangem ent o f  o f f i c e  fu r n itu r e ,  th e  p lanner co u ld
®0n pages 137-138 ° f  t h i s  ch a p ter  stand ard s a re  proposed to  
a id  in  c ircu m ven tin g  t h is  problem .
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communicate In such e x p r e s s io n s  as:
I'm  th in k in g  .of p u t t in g  the s u p e r v is o r 's  
desk by th e  north  window. But in s te a d  I  m ight 
put th e  c a lc u la to r  o p e r a to r s  by th e  window and 
the s u p e r v is o r  over by the s id e  d o o r .
On th e o th e r  hand, i f  th e  p lan  in v o lv e d  f u t u r i t y  o f  complex 
a c t io n ,  say , th e  in tr o d u c t io n  o f  a new p roduct to  th e  m arket s e v e r a l
y e a r s  hence, th e  p lanner m ight attem pt to  communicate in  such
e x p r e s s io n s  a s  th e se :
I t  lo o k s  as though our b e s t  co u rse  o f a c t io n  
w i l l  be t o  reo r g a n ize  market r e se a r c h  to  a s c e r t a in  
to  some e x te n t  how to  handle some new problems 
th a t t h i s  product i s  g o in g  to  c r e a t e .  R ight 
now, I'm  j u s t  th in k in g  o f f  th e to p  o f  my head , 
but i t  lo o k s  to  me as though i t  w ould b e .a  good
idea to  upgrade market resea rch  in  g e n e r a l.
In th e f i r s t  in s ta n c e  th e  p lanner cou ld  communicate f a i r l y
a d e q u a te ly , e v e n  though h is  p lan n in g  had n o t reached a s ta g e  advanced
enough fo r  some o f  the im portant d e c is io n s  to  be made. In  th e second
in s ta n c e ,  in  c o n tr a s t ,  th e  e f f o r t s  o f th e  p lanner to  communicate were
weak and in e f f e c t u a l .  The e x p la n a t io n  fo r  such d i f f e r e n c e s  l i e s  in
a c o n s id e r a t io n  o f  th e m arkedly d i f f e r e n t  a b s tr a c t io n  l e v e l s  in v o lv e d
in  th e  two s i t u a t i o n s .
The f i r s t  c a se , th e  p lan n in g  fo r  fu tu r e  arrangem ent o f  o f f i c e
f u r n itu r e ,  in v o lv e s  a r e l a t i v e l y  co n cre te  s i t u a t io n .  The v a r ia b le s
w ith  which th e  p lan n er must work (d e sk s , c h a ir s ,  o f f i c e  equipm ent)
a r e  e a s i l y  v i s u a l i z e d  by th e  p lan n er h im s e lf  and can be j u s t  as e a s i l y
v is u a l i z e d  by th e  in d iv id u a l w ith  whom he seek s  to  com m unicate.
A much h igh er  a b s t r a c t io n  l e v e l  i s  reached  in  the secon d  c a s e ,  
how ever. The p lanner in  t h i s  case  i s  l i k e l y  to  f e e l  th a t what he i s  
t e l l i n g  th e  communicatee makes good s e n s e  b ecau se from h is  van ta g e  
p o in t  he ( th e  p lan n er) ca n  more r e a d i ly  v i s u a l i z e  th e  a c t io n  in v o lv e d  
in  th e  a b s tr a c t io n s  e x p r e s s e d . Thus t h i s  second c a s e  i l l u s t r a t e s  a 
c a r d in a l com m unication prob lem  w hich i s  l i k e l y  t o  a r i s e  in  th e  p la n n in g  
p r o c e s s - - th e  problem o f com m unicating through a b s t r a c t io n s .  T h is  
problem  b ea rs  fu r th e r  e x a m in a tio n .
P la n n in g  d e a ls  w ith  a b s t r a c t io n s . B rin  d e f in e s  an a b s tr a c t io n  
as "a p ic tu r e  word th a t  e x i s t s  in  th e  m ind." He g o es  on to  p o in t  ou t  
th a t  th e  a b s tr a c t io n  ta k e s  some o f th e  v i t a l  p a r ts  o f  a th ou gh t p r o c e ss  
and a llo w s  them to  f u n c t io n  s im u lta n e o u s ly . He c i t e s  th e words lo v e  
and g r a v i t a t io n  as b e in g  good exam ples o f  a b s tr a c t io n s :
Can you p ic tu r e  th e  whole g r a v i ta t io n  p r o c e ss  
w orking when you f i r e  a gun? The b u l le t  s t a r t s  
to  drop as soon a s  i t  le a v e s  th e  b a r r e l ,  b u t  
p eo p le  hard ly  e v e r  th in k  o f t h i s .  I f  you a r e  
in  lo v e  w ith  a p r e t t y  redhead you do not sa y :
I  l i k e  your e y e s ,  f a c e ,  your h a ir ,  your f i n g e r s ,  
your t o e s ,  your n o s e ;  but in s t e a d ,  ' i  lo v e  y o u .'
The m agic word ' l o v e 1 e lu c id a t e s  im m ed ia te ly .^
C o n creten ess  i s  th e  a n t i t h e s i s  t o  a b s tr a c t io n .  Whereas an 
a b s tr a c t  word i s  su b je c t  t o  a h igh  d e g r e e  o f c o n n o ta t io n , a c o n c r e te  
word i s  s u b je c t  to  a h ig h  d eg ree  o f  d e n o ta t io n . Thus the a b s tr a c t  
word s u g g e s t s  meaning i n s i d e  o n e 's  h ea d , and th e meaning i s  prone to  
vary  from  in d iv id u a l to  in d iv id u a l .  The meaning o f  the c o n c r e te  word,
Q
^Joseph 6 .  B r in , A p p lie d  S em a n tics  (B oston: Bruce Humphries,
I n c . ,  1 9 5 1 ) , p . 160.
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on th e o th er  hand, Is  denoted  in  th a t  o b je c t  fo r  which th e  word sta n d s;  
th e  meaning o f  a co n cre te  word cannot be ex p ressed  in  w ords.
The in t e l l e c t u a l  p lanning p ro cess  must n e c e s s a r i ly  d ea l in  
"concepts"  as w e ll  as " th in g s" . The p lanner w i l l  g e n e r a l ly  be guided  
in  h is  fu n c t io n  by co n cep ts --p ro b a b ly  h is  ex p er ien ce  and th e p r in c ip le s  
o f  management and p lan n in g  th a t have evo lved  from h is  e x p e r ie n c e . His 
p la n , as f i n a l l y  communicated, w i l l  o u t l in e  a course o f  a c t io n  fo r  
th in g s  w ith in  th e o r g a n iz a tio n  w hich has been determ ined on the b a s is  
o f  c o n c e p ts . In  o th er  w ords, in  a l l  l ik e l ih o o d  the w r it t e n  document 
r e p r e se n tin g  th e p lan  w i l l  j u s t i f y  fu tu re  a c t io n  on the b a s is  o f con­
c e p ts  used to  determ ine th a t course o f  a c t io n .  I t  i s  h ig h ly  probab le, 
th e r e fo r e , th a t  th e  w r it te n  p lan  w i l l  be h e a v ily  c h a r a c te r iz e d  by 
a b s tr a c t io n s  n ecessa ry  to  j u s t i f y  th e a c t io n  o f  co n cre te  elem en ts in  
the o r g a n iz a tio n , such as p a r t ic u la r  p eo p le , p a r t ic u la r  m achines, 
p a r t ic u la r  departm ents, and so  on.
I t  i s  undoubtedly tru e  th a t th e more complex the p lan  being   ^
c re a ted , the more n ecessa ry  i t  i s  fo r  the p la n n e r 's  i n t e l l e c t u a l  
p ro cess  to  r e ly  on co n cep ts , thus a b s tr a c t io n s .  I t  l o g i c a l l y  fo llo w s  
th a t  the p lanner who i s  d e a lin g  w ith  a h ig h ly  complex s i t u a t io n  must 
r e ly  h e a v ily  on a b s tr a c t io n s  in  h is  e f f o r t s  to  com m unicate. Turning
^Hayakawa, o£ . c i t . .  p . 58 . Hayakawa d is c u s s e s  d e n o ta tio n  
and co n n o ta tio n  w ith in  th e  framework o f e x te n s io n a l and in te n s io n a l  
m eaning. A ccord ing to  Hayakawa, "The e x te n s io n a l meaning o f  an 
u tte r a n c e  i s  th a t  w hich i t  p o in ts  t o  or d en o tes  in  th e  e x te n s io n a l  
w orld ."  The in te n s io n a l meaning, on the o th er  hand, i s  th a t  
su g g este d  to  th e in d iv id u a l .
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once a g a in  to  th e  two exam ple ca se s  p r e v io u s ly  c i t e d ,  one can o b serve
some s i g n i f i c a n t  d if f e r e n c e s  betw een th e  a b s tr a c t io n s  n e c e s sa r y  fo r
com m unication. The p lan n er  d e a lin g  w ith  a s im p le  rearrangem ent o f
o f f i c e  fu r n itu r e  could  u se  co n cre te  o b je c ts  (d e s k s , s u p e r v is o r , window,
door) as h is  r e fe r e n c e  p o in ts  fo r  com m unication. The p lan n er  d e a lin g
w ith  the in tr o d u c t io n  o f a new p rod u ct, in  c o n tr a s t ,  had to  r e ly
h e a v i ly  on such  a b s tr a c t io n s  as
our b e s t  cou rse  o f  a c t io n
r e o r g a n iz e
market r e sea r ch
good id ea
upgrade
in  gen era l
in  an attem pt to  communicate the cu rre n t s t a t u s  o f h is  p la n n in g .
At t h is  p o in t a c o n c lu s io n  can be ven tu red  th a t com m unication  
i s  a v i t a l  p a rt o f  the p lan n in g  fu n c t io n  from th e  v ery  o u t s e t .  The 
i n i t i a l  f r u s t r a t io n  in v o lv e d  in  th e  p la n n e r 's  in t r o s p e c t iv e  phase o f  
com m unication, fo r  exam ple, could  se r v e  to  dampen h is  en th u sia sm  to  
proceed  w ith  h is  p la n n in g . His problem  o f com m unicating a b s tr a c t io n ,  
a f t e r  the p r o c e ss  has advanced from th e  i n i t i a l  f r u s t r a t io n  s ta g e ,  
cou ld  have a s i g n i f i c a n t  e f f e c t  on h is  su c c e s s  or f a i l u r e  in  g a th e r in g  
n e c e s sa r y  fu r th e r  in fo rm a tio n  to  proceed  w ith  h i s  p la n . In  order to  
s e c u r e  t h is  n e c e ssa r y  fu r th e r  in fo rm a tio n , he would need to  make h is  
r e q u e s t  m ean ingfu l to  th o se  to  whom i t  was a d d resse d . The b est  way to  
make such a r e q u e s t  m ean ingfu l would be to  show c le a r ly  to  th e com­
m u n icatee  th e  r e la t io n s h ip  betw een th e  in fo rm a tio n  needed and th e  
p la n , the o b j e c t iv e  h ere b e in g  one o f  fu r n is h in g  th e  a d d resse e
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maximum in s ig h t  in to  th e  t o t a l  s t im u lu s .  The e a s e  w ith  w hich  t h is  
c le a r  r e la t io n s h ip  can be shown v a r ie s  w ith  th e  d egree o f a b s tr a c t io n  
w hich must be used in  th e  com m unication medium, w hether th e  medium be 
o r a l or w r it t e n .  Thus, as encod ing i s  c o n s id e r e d , standards fo r  w r it in g  
are  proposed to  m inim ize th e p la n n e r 's  need fo r  r e ly in g  on a b s t r a c t io n s .
The p la n  must be encoded . The cu lm in a tio n  o f the p la n n e r 's  work 
i s  th e  en cod in g  o f  h is  p la n  and i t s  f i n a l  tr a n sm iss io n  to  th o s e  who are  
a f f e c t e d .  A lthough  fo r  many sh o r t-r u n  p lann ing purposes (a  few  m in u tes, 
an hour, a day, or p o s s ib ly  a few d a y s ) , p lans a r e  undoubted ly  put in to  
au ra l sym bols, o f more in t e r e s t  t o  t h i s  study i s  th e  fa c t  t h a t  p lans a re  
a l s o  encoded in to  w r it t e n  sym bols, e s p e c ia l ly  in  th o se  ca se s  in  which 
the p lan  in v o lv e s  even  a sm all d eg ree  o f  co m p lex ity .
The advantages o f  th e  w r it t e n  p lan  over th e  ora l p la n  a re  both  
ob v iou s and m u lt itu d in o u s . S u f f ic e  t o  say h ere th a t  the sp ok en  word, 
au ra l sym bolism , i s  f u r t iv e ,  thus i s  a poor s u b s t i t u t e  fo r  th e  w r it te n  
word i f  th e  purpose o f  th e  com m unication i s  to  s e r v e  as a g u id e  to  
a c t io n  th a t  ex ten d s  over an a p p r e c ia b le  period  o f  tim e. I t  i s  sa fe  to  
assume th a t  both  th e  p la n n in g  p ro cess  i t s e l f  and th e  r e s u l t in g  plan are  
g e n e r a l ly  so  com plex w ith in  the dynam ic b u s in e ss  o r g a n iz a tio n  th a t  most 
en cod in g  d es ig n ed  to  f a c i l i t a t e  p la n n in g  must in v o lv e  w r it t e n  sym bolism . 
T h is  need fo r  en co d in g , sim ply  s t a t e d ,  b r in gs w ith  i t  problem s o f  
w r it in g  to  p lagu e th e  p la n n er . T hese problems can  b e s t  be overcome 
through an aw areness o f and use o f  good w r it in g  sta n d a rd s .
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Communication s c i e n t i s t s  have lo n g  been  p reoccu p ied  w ith  th e
problem  o f d eterm in in g  "what makes w r it in g  su cceed  or f a i l  in  i t s
com m unications o b j e c t i v e . F l e s h ,  D ale and C h a ll, and Gunning a re
among th o se  s c i e n t i s t s  who have p rovid ed  form u las fo r  t e s t i n g  w r it in g
12fo r  i t s  com m unicative s tr e n g th .  These form u las g e n e r a l ly  p rov id e  
f o r  t e s t in g  w r it in g  a g a in s t  such v a r ia b le s  a s  sen ten ce  le n g th , word 
s y l la b i c a t io n ,  and p erso n a l r e fe r e n c e s  (p e r so n a l pronouns and words o f  
m ascu lin e and fem in in e  g en d er ). A p p lic a t io n  and t e s t in g  o f  the  
form ulas r e v e a ls  th a t h ig h  com m unicative v a lu e  can be a ch iev ed  by 
w r it in g  w hich  i s  c h a r a c te r iz e d  by r e l a t i v e l y  s h o r t  s e n te n c e s  and s im p le  
w ord s.
Standards o r ig in a t in g  w ith  th e  r e se a r c h  o f  th e se  com m unication  
s c i e n t i s t s  a r e  a p p ro p r ia te  to  s a t i s f y  th e w r it in g  n eed s-^  o f th e  p lan n er  
in  the b u s in e ss  o r g a n iz a t io n . T hese stan d ard s should  be a p p lic a b le  to  
th e  w r it te n  p la n  i t s e l f  a s w e ll  as th e  o th er  w r it in g  th e  p lan n er does  
a s he c a r r ie s  on h is  w ork. Four b a s ic  stan d ard s fo r  w r it t e n  m anageria l
^-R obert D. Hay and Raymond V. L e s ik a r , B u sin ess  R eport W ritin g  
(Homewood, I l l i n o i s :  R ichard D. Irw in , I n c . ,  1 9 5 7 ), p . 148 .
12 i;b id . S ee , f o r  exam ple, R obert Gunning, The Technique o f  
C lea r  W ritin g  (New York: McGraw-Hill Book Company, I n c . ,  1 9 5 2 ).
l-^The stand ard s proposed h e r e , o f  c o u r s e , are j u s t  as a p p lic a b le  
to  w r it in g  n eed s g en era ted  by th e  fu n c t io n s  o f o r g a n iz in g , c o n t r o l l in g ,  
and m o tiv a t in g .
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com m unication a re  c i t e d  here.-*-^
1 . Words u sed  in  writLing shou ld  be checked fo r  s p e c i f i c i t y  o f  
m eaning. Word meaning s p e c i f i c i t y  m ight be In flu en ced  by both deno­
t a t i v e  and c o n n o ta t iv e  f a c t o r s . ^  Thus th e  manager sh ou ld  be word 
c o n sc io u s  as he w r it e s ;  he sh o u ld  s e l e c t  words th a t w i l l  c o n v e y --a s  
n e a r ly  as p o s s ib le - - a n  e x a c tn e s s  ° f  meaning to  h is  r e a d e r . The manager, 
m oreover, sh ou ld  be aware o f th e  human tendency to  c o n fu se  the "word" 
w orld  w ith  th e  " rea l"  w o r ld .^  Such an aw areness sh ou ld  a id  th e  manager 
in  r e c o g n iz in g  h is  own sh ortcom in gs as a word u se r  and r e f in e  h is  appre­
c i a t i o n  o f  th e  need f o r  w r it in g  words th a t ca rry  a s p e c i f i c i t y  o f  
m ea n in g 'w ith in  th e  r e a d e r 's  th in k in g  p r o c e s s e s .
2 . S e n ten ces  u sed  in  w r it in g  should  be checked f o r  e f f e c t i v e  
le n g th  and, l o g i c a l  c o n te n t . From th e  s ta n d p o in t  o f  th e  r e a d e r , th e  
s e n te n c e  s ta n d s  out as a thought u n i t .  To th e  e x te n t  th a t  each  word, 
p h ra se , and c la u s e  c o n tr ib u te s  to  a c e n tr a l thought e x p r e sse d  in  the  
s e n te n c e , th e  read er  g ra sp s  an in fo rm a tio n  b i t  th a t  can  be c a r r ie d  
forw ard to  a id  in  h is  u n d ersta n d in g  o f  the t o t a l  c o n te x t .
^ A n  e x h a u s tiv e  a n a ly s is  o f  th e  many p o s s ib le  sta n d a rd s fo r  
c l e a r  w r it in g  would be beyond th e  scop e o f t h i s  s tu d y . The four  
s ta n d a rd s proposed a r e ,  how ever, co n sid ered  t o  be the m ost b a s ic .
l^ In  o th er  w ords, a rea d er  r e v e a ls  a tendency to  u t i l i z e  th a t  
d ic t io n a r y  meaning o f  a word w hich  i s  most c l o s e l y  com p a tib le  w ith  th e  
in t e r p r e t a t io n  he " f e e ls "  sh ou ld  be p laced  on a m essage . See d is c u s s io n  
o f  th e  com m unicatee's p s y c h o lo g ic a l  s e t  on page 63 o f  th e  t h e s i s .
■^See d is c u s s io n  on pages 4 8 -5 1 .
A ccord in g  to  th e  f in d in g s  o f  com m unication s c i e n t i s t s ,^  a v era g e  
s e n te n c e  le n g th  bears on th e  c le a r n e s s  of a p ie c e  of w r i t in g .  There i s  
r e a so n  to  b e l i e v e  th a t p u rp osive  b u s in e ss  w r it in g  should  be c h a r a c te r ­
iz e d  by an a v era g e  s e n te n c e  le n g th  th a t  f a l l s  w ith in  a ran ge  o f 15 to  22 
w ord s. The m anager's r e c o g n it io n  o f  th is  need should  prompt him to  
s tr u c tu r e  h i s  s e n te n c e s  f o r  l o g i c a l  c o n te n t. F or exam ple, th is  r e c o g ­
n i t i o n  shou ld  prompt him t o  check word and p h ra se  m o d if ie r s  fo r  t h e ir  
l o g i c a l  r e la t io n s h ip s  to  th e  c e n tr a l  id eas e x p r e sse d  in  th e  se n te n c e s  
h e  w r it e s .  In  th is  c o n n e c tio n , Thayer n o tes  th a t:
T here i s  no c a u s a l r e la t io n s h ip  b etw een  /s e n te n c e 7  
le n g th  and c le a r n e s s .  However, the lo n g ,  ram bling  
s e n te n c e  i s  a symptom o f (1 )  a ram bling u n c r y s t a l l i z e d  
seq u en ce  o f  th o u g h ts  or (2 ) no plan f o r  the c o n s tr u c ­
t io n  o f  th e  s e n te n c e .  One sh ou ld  t r e a t  not the  
symptom, but the d i s e a s e . ^
3 . M essage o r g a n iz a tio n  sh o u ld  be b ased  on read er  c o n s id e r a t io n . 
The i n i t i a l  c o n ta c t  a m essage makes w ith  a r e a d e r  has a v i t a l  in f lu e n c e  
on th e  r e a d e r 's  a t t i t u d e  toward th e  t o t a l  m essage . A d v e r t is in g  copy  
w r it e r s ,  fo r  exam ple, h a v e  long r ec o g n ized  th e  need to  a t t r a c t  the  
r e a d e r 's  a t t e n t io n  and s t im u la te  h i s  in t e r e s t  w ith  the i n i t i a l  c o n ta c t  
t h a t  an a d v ertisem en t makes w ith  h im , w hether th e  c o n ta c t be through  
w ords or through  p ic t u r e s .
I t  i s  g e n e r a lly  rec o g n ized  by b u s in e ss  com m unication a u t h o r i t ie s
^ S e e , • fo r  exam ple, G unning's P r in c ip le  One, The Technique  
o f  C lear W r it in g , pp. 4 3 -5 3 .
18T hayer, og, c i t . .  pp. 2 2 0 -2 2 1 .
th a t  m essages composed by m anagers sh ou ld  be o rg a n iz ed  to  conform  to  
th e  d i c t a t e s  o f  th e  s p e c i f i c  o c c a s io n . Thus In a s i t u a t i o n  In  w h ich  a 
m essage i s  n o t l i k e l y  to  be fa v o r a b ly  r e c e iv e d  by I t s  r e a d e r , th e  
manager sh o u ld  o r g a n iz e  th e  m essage in  su ch  a way a s  to  p ro v id e  fo r  
p o s i t i v e  I n i t i a l  rea d er  c o n t a c t .  He may do t h is  in  th e  open ing o f  h is  
m essage by c i t i n g  a common p o in t  o f  agreem ent w ith  th e  read er o r  by  
id e n t i f y i n g  th e  r e a d e r 's  b e s t  in t e r e s t s  w ith  the m essage which i s  to  
f o l l o w .
Som etim es p a tte r n s  o f  m essage o r g a n iz a t io n  sh o u ld  be b ased  
on th e  w r i t e r ' s  e s t im a t io n  o f  th e  r e a d e r 's  probable u n d e rsta n d in g  o f  
th e  m essa g e . The two m ost b a s ic  p a tte r n s  o f  m essage o r g a n iz a t io n  
w hich  can  be adapted  h ere  are  th e  in d u c t iv e  and d e d u c t iv e  p a t t e r n s .
The in d u c t iv e  p a t te r n , som etim es c a l le d  th e  lo g i c a l  p a t te r n , i s  
e f f e c t i v e  in  th o se  in s ta n c e s  in  which th e  read er  i s  co n s id e r e d  to  be 
u n s o p h is t ic a t e d  in  h i s  u n d ersta n d in g  o f  th e  fa c to r s  j u s t i f y i n g  con** 
e lu s io n s  reached  or broad o b se r v a t io n s  drawn in  th e  m essage . Thus a 
m essage org a n ized  a cco r d in g  t o  t h i s  p a t te r n  p r e se n ts  fo r  rea d er  co n -  
s id e r a t io n  a l l  th e  fa c t o r s  j u s t i f y i n g  th e  c o n c lu s io n s ,  then  f i n a l l y  
p r e s e n ts  th e  c o n c lu s io n s .  T h is  p a tte r n  i s  e f f e c t i v e  a l s o  in  th o s e  
in s ta n c e s  in  w hich th e  rea d er  must be persuaded l o g i c a l l y  to  a c c e p t  
th e  c o n c lu s io n s .  In  th e  l a t t e r  in s ta n c e ,  c o n c lu s io n s  a re  w ith h e ld  from 
th e  r e a d er  u n t i l  he has b een  exp osed  to  a l l  the j u s t i f y i n g  r e a s o n s .
The d e d u c t iv e  p a t te r n  o f  m essage o r g a n iz a t io n  i s  the r e v e r s e  o f  
th e  in d u c t iv e .  The w r it e r  u s in g  t h i s  p a t te r n  p r e s e n ts  h is  c o n c lu s io n s  
or broad o b s e r v a t io n s  f i r s t .  He then p r e s e n ts  su p p o r tin g  a n a ly s i s  or
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r e a so n s  to  j u s t i f y  h is  c o n c lu s io n s  or o b s e r v a t io n s .  Thus in  th o se  
s i t u a t i o n s  in  w hich th e  manager a n t ic ip a t e s  th a t  th e  rea d er  w i l l  r e a c t  
fa v o r a b ly  to  th e  m essage, he m ight c a p i t a l i z e  on t h i s  r e a c t io n  by u s in g  
th e  d e d u c t iv e  p a t te r n . By so  d o in g , he e s t a b l i s h e s  a p o s i t i v e  com­
m u n ica tio n  a tm osph ere.
The p a r t ic u la r  com m unication  p a tte r n  s e le c t e d  by th e  manager fo r  
a m essage sh o u ld  be b ased  on h is  c o n s id e r a t io n  o f  p rob ab le  rea d er  
(o r  r e a d e r s )  r e a c t io n  t o  th e  m essa g e . The p a tte r n  s e le c t e d  can a id  in  
overcom ing com m unication o b s ta c le s  a t t r ib u t a b le  to  such th in g s  as  
r e a d er  p e r s o n a l i t y  c h a r a c t e r i s t i c s ^  and a f a i l u r e  o f  th e  re a d e r  to  
i d e n t i f y  h i s  i n t e r e s t s  w ith  th e  m essage .
4 .  W ritin g  s t y l e  sh ou ld  c o n tr ib u te  to  com m unication  by 
m a in ta in in g  re a d e r  i n t e r e s t . S t y le  i s  co n s id e r e d  to  be a d is t in g u is h in g  
q u a l i t y  o f  w r i t in g  th a t  i s  n o t s u b je c t  to  s p e c i f i c  d e f i n i t i o n .  Commen­
t in g  on th e  im portance o f  s t y l e ,  Brennan s t a t e s :  " S ty le  c a u se s  us to
l i k e  or d i s l i k e ,  t r u s t  or m is t r u s t ,  co o p era te  or oppose th e  com m unicator, 
and h en ce , a c c e p t  or r e j e c t  what he has to  s a y ."20 S t y le  i s  th e  q u a l i ty  
o f  w r it in g  w hich  ca u ses  th e reader-, perhaps unknow ingly , to  c o n c e n tr a te  
h i s  a t t e n t io n  on th e  m essage b e in g  com m unicated. S t y le  c o n s id e r e d , the  
b u s in e s s  w r i t e r ’ s need in  su b sta n ce  i s  a need to  s e l e c t  words w hich  w i l l
^ S e e  d is c u s s io n  o f  " to p ic  bound" and " to p ic  fr e e "  in d iv id u a ls  
on page 7 4 .
20B rennan, 0 £ . c l t . .  p.  59.
124
tr a n sm it  m eaning to  th e  rea d er  by h o ld in g  h is  a t t e n t io n .  T his need  
se e m in g ly  p r e c ip i t a t e s  a q u e s t io n  in  some w r i t e r s '  minds about what 
words th ey  sh ou ld  s e l e c t  t o  g e t  t h e i r  m essage "over" to  th e  rea d er . 
M oreover, th e  need seem in g ly  p r e c ip i t a t e s  a q u e s t io n  ab ou t how many 
words w i l l  be r e q u ir e d . Under c ircu m sta n ce s  o f  en co d in g , some commun­
ic a t o r s  d ip  deep in t o  th e  v e r b ia g e  p o t and encode c o p io u s ly .  O thers  
b a r e ly  skim  th e  top  o f f  th e  v e r b ia g e  pot and encode p a r s im o n io u s ly .
In  n e i t h e r  ca se  i s  th e r e  a n e c e s s a r y  r e la t io n s h ip  betw een  th e c l a r i t y  
o f m eaning o f th e  m essage encoded  a n d -th e  q u a n t ity  o f  words u sed .
The s t o r y  p r e se n te d  in  th e  r e c e n t ly  popular n o v e l Anatomy o f  a 
M urder, a n o v e l charged  by some c r i t i c s  as b e in g  u n n e c e s s a r i ly  v e r b o se ,  
u n d o u b ted ly  co u ld  have b een  to ld  in  a s l im  l i t t l e  volum e. By th e  same 
to k e n , L in c o ln 's  G etty sb u rg  A ddress probably  cou ld  have been  p r e se n te d  
in  a s u c c e s s io n  o f  e ig h t-h o u r  m eetin g s  e x ten d in g  over s e v e r a l  d a y s .
In  b oth  o f  th e s e  in s ta n c e s  com m unicative v a lu e s  or p u rp oses would have  
been  d e s tr o y e d  or d e f e a t e d .  The s im p le  tr u th  to  be drawn from th e s e  
o b s e r v a t io n s  i s  th a t  th e  s p e c i f i c  le n g th  o f a w r it t e n  m essage as  
m easured in  th e  number o f  p r in te d  words or pages does n o t a s su r e  th a t  
m eaning w i l l  or w i l l  n o t be tr a n s m it te d . S t y l e — an in t a n g ib le  q u a l i t y  
o f w r it t e n  e x p r e ss  io n - - i s  one o f  the m ost b a s ic  f a c t o r s  w hich a cco u n ts  
fo r  th e  s u c c e s s  or f a i l u r e  o f  th e  m essage in  h o ld in g  th e  r e a d e r 's  
in t e r e s t  to  th e  end th a t  d e s ir e d  m eaning i s  t r a n s m it te d .
O b serv a tio n  o f  b u s in e s s  w r it in g  p r a c t ic e s  r e v e a ls  th a t  some 
w r i t e r s ,  perhaps in t e r p r e t in g  to  an extrem e c e r t a in  p r in c ip le s  by 
w hich c o n c is e n e s s  in  w r i t in g  can be s e c u r e d , p la c e  g r e a t  f a i t h  in
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t h i s  a d v ic e  on s t y l e :  "D ecide what you w is h  to  say; s a y  i t  in  a s  few
sim p le  words as p o s s i b l e ;  th e n  q u i t ."  By b l i n d l y  f o l l o w i n g  such a d v ic e  
in  th e  en cod in g  p h ase  o f  com m unication, th e  w r i t e r  runs a r i s k  o f  
undercom m unicating and having  t o  r e - communicate to  c o r r e c t  fo r  g r o s s  
m i s i n t e r p r e t a t i o n  o f  th e  o r i g i n a l  m essa g e .
In  th e  E n g l i s h  la n g u a g e ,  th e  key t o  c o r r e c t  i n t e r p r e t a b i l i t y  o f  
w r i t in g  i s  red u n d an cy .21 A p rod u ct  o f  r u l e s  o f  s y n ta x ,  redundancy  
g iv e s  s c o p e  and s t r u c t u r e  to  s e n te n c e s  w r i t t e n  in  th e  E n g l ish  la n g u a g e .  
R ules o f  s y n ta x ,  l i k e  d e n o t a t iv e  word m ean in gs , h e lp  i n  b r in g in g  
sem a n tic  order to  s o c i e t y  and th e  b u s in e s s  o r g a n i z a t i o n . 22
As a q u a l i t y  o f  w r i t t e n  E n g l i s h ,  redundancy i s  a f a c t o r  to  be  
u t i l i z e d  in  d e v e lo p in g  e f f e c t i v e  s t y l e  r a t h e r  than av o id ed  in  th e  
i n t e r e s t s  o f  communicating in  th e  a b s o lu t e  minimum number or w ord s .
Such u t i l i z a t i o n  o f  redundancy d oes  n o t  n e c e s s a r i l y  d e s t r o y  the con ­
c i s e n e s s  o f  the m essage  to  th e  e x t e n t  t h a t  words added t o  th e  m essage  
are n o t  s u p e r f lu o u s .  By im posing  upon w r i t i n g  th e  c o n v e n t io n a l  
arrangem ents o f  id e a s  i n t o  w ord s ,  s e n t e n c e s ,  and paragraphs, redun­
dancy m in im izes  th e  e v e r - p r e s e n t  danger o f  read er  m i s i n t e r p r e t a t i o n .
I n . t h e  p r o c e s s ,  redundancy c o n t r ib u t e s  t o  th e  e f f e c t i v e n e s s  o f  
w r i t i n g  s t y l e  to  t h e  e x te n t  t h a t  th e  a d d i t i o n  o f  w e l l  ch osen  words
2 *In  C h e rry 's  w ords, "Redundancy means a d d i t i o n a l  s ig n s  or  
r u le s  w hich  guard a g a in s t  m i s i n t e r p r e t a t i o n — i t  i s  an e s s e n t i a l  p ro ­
p e r ty  o f  la n g u a g e ."  On Human Conmamicattan, p .  3 2 .
n  0
^ S e e  d i s c u s s i o n  o f  s e m a n t i c  o r d e r  o n  p a g e s  4 5 - 4 6 .
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and p h rases  s t im u la t e s  the  r e a d e r 's  i n t e r e s t  in  th e  w r i t i n g .
Standards such  as t h e s e  fou r  sh ou ld  be o f  v a lu e  to  th e  p lanner  
a t  any s t a g e  in  th e  p lan n in g  p ro c e ss  when i t  i s  n e c e s s a r y  fo r  him to  
communicate through th e  w r i t t e n  word. The need fo r  t h e s e  s tan d ard s  o f  
c l e a r n e s s  i n  w r i t in g  i s  e s p e c i a l l y  c r i t i c a l  when the  p o in t  i s  reached  
th a t  th e  p la n  must be encoded and tr a n s m it te d  to  th o s e  who w i l l  draw 
in f e r e n c e s  from i t .
I n fe r e n c e s  must be drawn from th e  p la n . As d oes  th e  p lan n in g  
f u n c t io n  i t s e l f ,  d eco d in g  o f  t h e  p lan  I n v o lv e s  i n t e l l e c t u a l  a c t i v i t y .
The d ecod er  must t r a n s l a t e  th e  symbols h e  r e c e iv e s  i n t o  m eaningfu l  
id eas  w hich  w i l l  form th e  b a s i s  fo r  a change in  h i s  b e h a v io r .  Thus 
th e  in d iv i d u a l  r e c e i v i n g  th e  p la n  must draw in f e r e n c e s  from th e  m essage  
c o n s t i t u t i n g  th e  p la n .
E a r l i e r  d i s c u s s i o n  in  th e  s t u d y 2 3  e s t a b l i s h e s  th e  f a c t  th a t  th e  
i n f e r e n c e  phase o f  communication m a n ife s t s  th e  s u c c e s s  or f a i l u r e  o f  
th e  p r o c e s s .  To th e  e x t e n t  t h a t  the r e c e i v e r s  o f  a p la n  change t h e i r  
b eh av ior  t o  conform to  th e  p a t t e r n s  a n t i c i p a t e d  in  th e  p la n ,  th e  p la n  
can be s a i d  to  c o n s t i t u t e  an in s ta n c e  o f  s u c c e s s f u l  com m unication.
Thus a broad c o n s id e r a t i o n  o f  th e  m anageria l f u n c t io n  o f  
p lan n in g  r e v e a l s  t h a t  the f u n c t io n  shows some s i g n i f i c a n t  r e l a t i o n ­
s h ip s  t o  th e  communication p r o c e s s  i t s e l f .  These r e l a t i o n s h i p s  become 
even  more apparent a s  a p la n n in g  procedure i s  co n s id e r e d  and
^ S e e  d i s c u s s i o n  o f  t h e  i n f e r e n c e  p h a se  on p a g e s  5 5 - 6 3 .
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communication stan d ard s  r e l a t i n g  to  the procedure a re  proposed.
The P lann ing  Procedure and Communication
An o r d e r ly  procedure f o r  p lann ing should  c o n t r ib u t e  much w ith in  
th e  f irm  toward m axim izing th e  u se  o f  i t s  communication network. I f  the  
p la n n in g  f u n c t io n  i s  c a r r ie d  on in  a d i s o r d e r l y  atm osphere, on th e  o ther  
hand, i t  i s  h ig h ly  probable th a t  s e r io u s  breakdowns i n  communication  
w i l l  o ccu r .  Communication breakdowns in  p lann ing  can r e s u l t  in  c o s t l y  
e r r o r s  o f  judgment and d u p l i c a t i o n  o f  work on the p art  o f  the p la n n e r s .
H. Edward Wrapp o f  the  Harvard B u s in ess  Schoo l c i t e s  an example o f  some 
consequences  o f  a communication breakdown in  one company's p lan n in g  
procedure:
. . .  A t c e r t a in  s t a g e s  (o f  th e  p lanning  f u n c t io n  
below th e  v i c e - p r e s i d e n t i a l  l e v e l )  p lanning  com m ittee  
members may not be f u l l y  informed about p ro p o sa ls  
under c o n s id e r a t io n  by th e  p r e s id e n t  and v i c e  p r e s ­
id e n t .  A lthough  most committee members have welcomed  
the o p p o r tu n ity  to  d e a l  w ith  broad company p o l i c i e s  
and problem s, n e v e r t h e l e s s ,  they  have ex p e r ie n c e d  
r e a l  f r u s t r a t i o n  when, a f t e r  weeks o f  study , a p la n ­
ning p rop osa l has been  rendered o b s o le t e  by top  
management's announcement o f  a move which the members 
of  th e  committee d id  n o t  know was under c o n s id e r a t i o n .^
The company Wrapp a n a ly z e s ,  n o n e t h e le s s ,  had g iv e n  c o n s id e r a b le  
thought to  e f f e c t i v e  o r g a n iz a t io n  fo r  lo n g -ra n g e  p la n n in g .  T his  
company, which Wrapp c a l l s  Company A fo r  purposes o f  h i s  a r t i c l e ,  
c a r r ie d  w i t h in  i t s  o r g a n iz a t io n  s t r u c tu r e  a p lanning committee con­
s i s t i n g  o f  a chairman (who was a s e n io r  v i c e  p r e s id e n t )  and s i x
24-H. Edward Wrapp, " O rgan iza tion  f o r  Long-Range P lan n ing ,"  
Harvard B u s in e ss  R eview . XXXV (January-February, 1 9 5 7 ) ,  p . 41.
managers who were immediate su b o r d in a te s  o f  the company's v i c e  p r e s ­
i d e n t s .  These s i x  managers came from th e  departm ents o f  product  
developm ent, p u rch a s in g ,  s t a f f  e n g in e e r in g ,  r e s e a r c h ,  p r o d u c t io n ,  and 
p e r s o n n e l .  The members of th e  committee were to  u t i l i z e  s t a f f  p erso n n e l  
in t h e i r  var ious  r e s p e c t i v e  departm ents f o r  s t u d ie s  n e e d e d . ^
The com m ittee had as i t s  o b j e c t iv e  lon g -ra n g e  p lan n in g  f o r  s a l e s ,  
p r o d u c t io n ,  manpower, and f i n a n c e .  Subcommittees were organ ized  among 
com m ittee members t o  conduct s p e c i f i c  s t u d i e s  r e l a t i n g  to  o v e r a l l  
p la n n in g  in  the company. Of i n t e r e s t  t o  th e  communication needs  
g e n era te d  by t h i s  company's o r g a n iz a t io n  f o r  p lann ing  i s  t h i s  quote  from  
Wrapp's a r t i c l e :
B efore each  subcomm ittee began any e x t e n s iv e  
s t u d ie s ,  i t  was asked t o  prepare a d e s c r ip t i o n  
of how i t  proposed t o  c o l l e c t  the d a ta  needed  
fo r  i t s  f i n a l  r e p o r t .  T h is  proposed approach 
was p r e se n te d  to  the e n t i r e  committee fo r  d i s ­
c u ss io n  and many t im e - s a v in g  and m oney-saving  
s u g g e s t io n s  were o f f e r e d .  For in s t a n c e ,  the  
need fo r  one e x p en s iv e  study was e l im in a te d  
by the c o n s o l id a t io n  o f  two com pleted s t u d ie s  
made by s e p a r a te  departm ents but n o t  p r e v io u s ly  
c i r c u la t e d  o u ts id e  th e  d ep artm en ts .26
In  s p i t e  o f  i t s  c a r e f u l  c o n s id e r a t io n  o f  the need fo r  communica­
t io n  f o r  p lan n in g ,  p a r t i c u l a r l y  cro ss  communication, t h i s  company's 
p la n n in g  program s u f f e r e d  a s e r i o u s  communication breakdown b ecau se  o f  
the f a i l u r e  of to p  management to  communicate downward t o  the p lan n in g
2 5I b id . .  p . 39.  
2 6 I b id , . p . 4 0 .
129
com m ittee . T h is  f a i l u r e  could  perhaps be traced  in  turn  to  the  
com m ittee 's  f a i l u r e  to  a n t i c i p a t e  communication needs as such in  i t s  
procedure fo r  p lann in g .
While determ in in g  a procedure fo r  p lan n in g , i t  i s  p o s s i b l e  fo r  a 
company to  a n t i c i p a t e  communication needs a t  v a r io u s  p o in ts  in  the  
procedure. By so  doing, the  company m inim izes the p o s i b i l i t y  o f  having  
to  d e a l  w ith  th e  type o f  communication breakdown c i t e d  by Wrapp ; in  
h i s  a n a ly s i s  o f  Company A. An e f f e c t i v e  and o rd er ly  procedure fo r
9 7
plan n in g  has been  o u t l in e d  as fo l lo w s .
1 .  Reaching an awareness o f  a p o s s ib l e  need for  
form u la tin g  a p lan .
2 . Form ulating a p r e c i s e  s ta tem en t o f  the  o b je c t iv e  
o f  the p lan  to  be prepared.
3 .  Preparing a broad o u t l in e  o f  the p ro p o sa l.
4 .  O btain ing approval o f  the p rop osa l.
5. O rganizing the p lann in g  s t a f f  and a s s ig n in g  
r e s p o n s i b i l i t y .
6 .  D eterm ining the s p e c i f i c  o u t l in e  o f  the p lan .
7. E s ta b l i s h in g  co n ta c t  w ith  a l l  c o -o p e r a t in g  u n i t s .
8 . O btaining the n ecessa ry  d a ta .
9 . E va lu a tin g  the d a ta .
10 . Form ulating t e n t a t iv e  c o n c lu s io n s  and preparing  
the  t e n t a t i v e  p lan .
11. T e s t in g  components o f  the p lan .
12 . Preparing the f i n a l  p lan .
13 . T e s t in g  the p lan .
14 . O btain ing approval of the p lan .
Each s t e p  of t h i s  procedure (some o f  which have been combined f o r  pur­
p o ses  o f  t h i s  study) poses  p a r t ic u la r  needs fo r  communication s ta n d a rd s .
O r ig in  o f  th e  p la n :  id e a  com m unica tion . C o n ce iv ab ly ,  c o n c e p t io n
^ T h is  procedure was developed  by Dr. P reston  P. LeBreton and 
p resen ted  to  h i s  seminar in  B u sin ess  P o l ic y  a t  L o u is ia n a  S ta te  
U n iv e r s i t y  du ring  the summer o f  1959.
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of  the need fo r  p lanning  a c t i v i t y  could take p la c e  a t  any p lace  w ith in  
the o r g a n iz a t io n .  The board o f  d i r e c t o r s ,  fo r  example, might con ce ive  
a need for  p la n n in g .  The p res id en t  o f  th e  company might s e t  in  motion  
the o r g a n iz a t io n a l  machinery fo r  p la n n in g . Or a s p e c i a l i s t ,  occupying  
a n ic h e  w i t h in  a s t a f f  group, might make known a need f o r  s p e c i f i c  
p la n n in g . S t i l l  another org in  o f  the need fo r  p lan n ing  might be traced  
to  a customer, a s u p p l ie r ,  or some other sou rce  from w ith o u t  the organ­
i z a t i o n .  I t  would be most d i f f i c u l t  to  s p e c i f y  th a t  area  w i th in  or 
w ith o u t  the o r g a n iz a t io n  where p lans  should  o r ig in a t e  because the 
plann ing  fu n c t io n  embeds i t s  r o o ts  in  id e a s .  And id ea s  do not  
n e c e s s a r i l y  r e s p e c t  h o r iz o n ta l  and v e r t i c a l  channels  o f  a u th o r i ty .
R egard less  o f  where the need fo r  p lann in g  i s  c o n ce iv ed ,  the need  
fo r  communication makes i t s e l f  im m ediately  apparent.  U n t i l  the need 
fo r  p lanning i s  communicated, the need e x i s t s  on ly  in  the r e c e s s e s  
of  th e  c o n c e iv e r ' s  mind. The p la n n e r 's  f i r s t  communication r e s p o n s i ­
b i l i t y ,  then , i s  to  p r o je c t  h i s  id ea  fo r  p lan n in g .  The b e s t  medium 
through which t h i s  idea  can be p ro je c te d  i s  a w r i t t e n  medium, a l e t t e r  
or memorandum d ir e c t e d  to  some in d iv id u a l  who i s  v e s t e d  w ith  a u th o r ity  
to  approve th e  p la n n e r 's  proceeding w ith  h i s  work.
Preparing the proposal fo r  the p la n . I f  the o r g a n iz a t io n  has a 
permanent p lann in g  group, such as th a t  o f  Wrapp's Company A ,^ ‘^  the
l e t t e r  or memorandum s e t t i n g  fo r th  the need for  the p lan  might be
28gee page 127.
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d ir e c te d  t o  t h i s  group. The p lanning  group, a f t e r  c o n s id e r in g  the  
proposa l,  could th en  secu re  a u th o r iz a t io n  from the p r e s id e n t  or board 
o f  d i r e c t o r s ,  i f  n e c e s s a r y ,  f o r  the  p lanning to  be c a r r ie d  on.
C e r ta in  standard s for t h i s  proposal t o  p lan  can be e s t a b l i s h e d
in  the i n t e r e s t s  o f  c l e a r ,  com plete , and e f f e c t i v e  communication,
r e g a r d le s s  o f  the l e v e l  of o r g a n iz a t io n  a t  which the proposa l must be
approved. I t  is  subm itted  th a t  the proposal should conform t o  th e s e  
9  Qstandards:
1 .  In i t s  b eg in n in g  paragraphs the proposal should  
s e t  f o r th  c l e a r ly  th e  o b j e c t iv e s  and v a lu e s  to  be 
sought in  the p lan  to  be prepared. Any problems 
to  be s o lv e d  by p lan n in g  should be c a r e f u l ly
d e fI n e d .
2 . The p rop osa l should enumerate t e n t a t i v e l y  the  
fa c to r s  and v a r ia b le s  which would have to  be 
in v e s t ig a t e d  and co n s id ered  by the p la n n ers .
The purpose here i s  to  g iv e  the p la n 's  a u th o r iz e r  
a gen era l idea  of the scope o f  data  g a th er in g  
which w i l l  be n e c e s s a r y  to  the p lan .
3 . The p rop osa l should in d ic a t e  to  the r e c e iv e r  some 
t e n t a t i v e  id eas  as to  where and how data  f o r  the  
plan cou ld  be ga th ered .
4 .  A f i r s t  approxim ation  as to  time and c o s t  o f  the  
plan sh ou ld  be in d ic a te d  in  the p ro p o sa l .  Sub­
s t a n t i a t i o n  of t h i s  f i r s t  approxim ation  would r e s t  
on assum ptions; th e s e  assum ptions should be s t a t e d  
c l e a r ly  fo r  the r e c e i v e r .
^ T h e  in d iv id u a l  r e c e iv in g  the proposal i s  s t im u la te d  
im m ediately  to  e n te r  the in t r o s p e c t iv e  phase o f  communication. The 
standards s e t  fo r th  here  are d es ign ed  to  minimize h i s  in t r o s p e c t iv e  
problems. See d i s c u s s i o n  on pages 32 -41 .
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5 . The p rop osa l should  in d ic a te  to  th e  r e c e iv e r  
e lem en ts  o f  the o r g a n iz a t io n  th a t  w i l l  p o s s ib ly  
be a f f e c t e d  by the p lan .
6 .  I f  n e c e s s a r y  (and in  many c a s e s  i t  would b e ) ,  
th e  p la n n in g  p rop osa l should be couched in  such  
terms and organ ized  in  such a way as to  " s e l l "  
the r e c e i v e r  on th e  need fo r  p lan n in g  to  promote 
o r g a n iz a t io n a l  e f f i c i e n c y  and econom y.30
To m inim ize th e  e f f e c t s  o f  a b s t r a c t io n  on the  p r o p o s a l ,  t e c h ­
n iq u es  f o r  c le a r  w r i t in g  (such  as th o se  d is c u s s e d  on pages 120-126)  
should be u t i l i z e d .  The p r o p o sa l ,  which c o n s t i t u t e s  the o r i g i n  o f  th e  
p la n ,  i s  a medium o f  id ea  communication. Idea p r o j e c t io n  i s  among the  
more d i f f i c u l t  typ es  o f  communication b ecau se  id eas  are a b s t r a c t i o n s .  
Ideas can be most c l e a r l y  communicated i f  the  communicator le a n s  
h e a v i l y  on co n c r e te  w ords, s im p le  se n te n c e  s t r u c t u r e ,  and a p p r o p r ia te  
o r g a n iz a t io n  fo r  h i s  w r i t in g .
P repar in g  approval o f  th e  p r o p o s a l . I t  i s  not enough f o r  the  
add ressed  a u t h o r i t y  m erely to  stamp the p rop osa l "approved" or 
"disapproved" and r e tu r n  i t  to  the  in d iv id u a l  o r i g in a t in g  th e  p r o p o sa l .  
P o s s i b i l i t i e s  o f  fu tu r e  communication breakdowns o ccu rr in g  can be 
m inim ized c o n s id e r a b ly  i f  the  approval or d isa p p r o v a l  o f  th e  p rop osa l  
r e c e iv e s  th e  same care  and a t t e n t i o n  th a t  was g iv e n  to  the p rop osa l  
i t s e l f .
A pproval o f  th e  p roposa l should c o n s t i t u t e  a m eeting  o f  minds 
between th e  o r i g i n a t i n g  p lanner and the approving  a u t h o r i t y ,  who in
3 0 S e e  d i s c u s s i o n  o f  th e  l o g i c a l  p a t t e r n  o f  o r g a n i z a t i o n  on
page  122 ,
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many c a se s  w i l l  probably u l t i m a t e l y  be r e s p o n s ib le  f o r  th e  p lan .  The 
approving a u th o r i ty  should  u se  th e  medium o f  approval a s  h i s  o p p o r tu n ity  
t o  a n t i c i p a t e  any fu tu r e  problems th a t  w i l l  be g en era ted  by the p lan n in g
a c t i v i t y .  He should  a l s o  use th e  medium o f  ap proval t o  c o r r e c t  or
m odify  th e  o b j e c t iv e s  which sh ou ld  be sought by means o f  th e  p la n .
And, f i n a l l y ,  he should  use the medium of  approval to  g iv e  h i s  own id e a s
and r e f l e c t i o n s  about such th in g s  as the v a r i a b l e s  and tim e and c o s t  
in v o lv e d  in  the  p la n n in g .
T hese standards might w e l l  apply  to  th e  l e t t e r  or memorandum 
ap provin g  th e  prop osa l fo r  p lan n ing:
1. In  i t s  b e g in n in g  paragraph the l e t t e r  or memorandum 
should  s t a t e  th a t  the  prop osa l has been approved.
2 . The approving a u t h o r i t y  should  r e s t a t e  _in h i s  own 
words the  o b j e c t iv e s  t o  be sought by means o f  th e  
p la n .  This r e s ta te m e n t  i s  n e c e s s a r y  i f  the  p lanner  
i s  to  know th a t  he has been e f f e c t i v e  in  communi­
c a t in g  h i s  v iew  o f  th e  o b j e c t iv e s  to  the approving
a u t h o r i t y .  T h is  r e s ta te m e n t  w i l l  m inim ize the
p o s s i b i l i t y  o f  a fu tu r e  s i t u a t i o n  a r i s i n g  in  which
th e  p lan n in g  process  must be changed because th e  
approving a u th o r i ty  became aware o f  the f a c t  th a t  
plan ners  were not d i r e c t i n g  t h e i r  e f f o r t s  toward  
th e  o b j e c t iv e s  he a n t i c i p a t e d .
3 . The approving  a u th o r i ty  can, i f  a p p r o p r ia te ,  
p rov id e  c o p ie s  o f  h i s  approval to  i n t e r e s t e d  and 
a f f e c t e d  e lem en ts  in  th e  o r g a n iz a t io n .  The 
p r o v is io n  o f  th e se  c o p ie s  w i l l  o b v ia te  the l a t e r
3^-If th e  p rop osa l has been  d isap p roved , a s ta tem en t  t o  t h i s  
e f f e c t  might be w ith h e ld  pending e s ta b l is h m e n t  o f  reason s  fo r  the  
d is a p p r o v a l .  This " r e a s o n s - f i r s t "  approach i s  an e f f e c t i v e  commun­
i c a t i o n  p a t te r n  fo r  g a in in g  rea d er  a cce p ta n ce  o f  a "no” answer to  
som eth ing  th e  reader has proposed .
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n e c e s s i t y  o f  the p la n n e r 's  o b ta in in g  a u th o r i ty  
to  cross-com m unicate in  the o r g a n iz a t io n  in  order  
to  gather  data  fo r  p lan n in g . P r e fe r a b ly ,  however, 
the  approving a u th o r i ty  should w r i t e  a l e t t e r  or 
memorandum to  a f f e c t e d  in d iv id u a l s  in  the organ­
i z a t i o n  which conforms to  the s tand ard s s e t  f o r th  
on pages 131-132 o f  t h i s  s tu d y . This l e t t e r  
might be used as a l e t t e r  of t r a n s m it ta l  for  the  
l e t t e r  approving the p lanning p ro p o sa l .
S e t t in g  the p lanning fu n c t io n  in  m o t io n . Communication com­
p l e x i t i e s  o f  s e t t i n g  the p lann ing fu n c t io n  in  motion can be minimized  
w ith  e f f e c t i v e  tr a n sm iss io n  of the proposal and i t s  ap p ro v a l.  At th e  
p o in t  in  p re-p lan n in g  a c t i v i t y  where the p rop osa l has been  approved, 
u t i l i z i n g  the standards j u s t  enumerated, in d iv id u a ls  w i t h in  the organ­
i z a t i o n  who are  to  be a f f e c t e d  by the p lanning  fu n c t io n  are a lread y  
aware o f  the pending p lann ing a c t i v i t y .
Three a c t i v i t y  areas  are in vo lved  in  s e t t i n g  the p lann ing  
fu n c t io n  in m otion. F i r s t ,  the p lanning s t a f f  must be organ ized  and 
r e s p o n s i b i l i t y  a s s ig n e d .  Second, co n ta c t  o f  th e  p lann ing s t a f f  must 
be made w ith  a l l  coop era tin g  o r g a n iz a t io n a l  u n i t s .  And, th ir d ,  a 
s p e c i f i c  o u t l in e  of the p lan  i t s e l f  must be cre a ted  to  gu ide  the 
p la n n in g  s t a f f  in  i t s  work.
Communication needs a r i s i n g  from the o r g a n iz a t io n a l  phase o f  
th e  p lanning fu n c t io n  w i l l  depend, o f  cou rse ,  on the type o f  organ­
i z a t i o n  to  be u s e d .  On the one hand, a p lan n ing  committee might be 
appoin ted  to  fu n c t io n  fo r  the form u la tion  o f  a p a r t ic u la r  p lan , then
-^The c r i t i c a l  need here i s  to  a n t i c i p a t e  problems o r ig in a t in g  
w ith  c r o s s - f u n c t i o n a l i z a t i o n .  See d i s c u s s i o n  on pages 3 3 -8 6 .
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be d i s s o l v e d  on co m p le t io n  o f  i t s  work. On th e  o th e r  hand, a company 
m igh t have a permanent p lan n in g  departm ent or com m ittee s im i l a r  t o  the  
one Wrapp c i t e s  f o r  Company A.. In  th e  e v e n t  the  l a t t e r  s i t u a t i o n  p r e ­
v a i l s  in  a company, no p a r t i c u l a r  communication problem should  a r i s e  
in  th e  o r g a n iz a t i o n a l  p h a se .  Each member o f  the s t a f f ,  equipped  w ith  
a copy o f  th e  memorandum ap p rov in g  a p r e v io u s ly  su b m itte d  p la n n in g  
p r o p o s a l ,  would be ready im m ed iate ly  t o  commence h i s  work. In  su ch  a 
c a s e ,  th e  chairman o f  th e  p la n n in g  group or com m ittee would u n d o u b ted ly  
be the com m unication c e n te r  f o r  th e  group and would f o l l o w  an e s t a b ­
l i s h e d  p rocedure in  f i x i n g  r e s p o n s i b i l i t y  f o r  new p la n n in g  t o  be u n d e r ­
ta k en  by th e  group.
A d i f f e r e n t  s i t u a t i o n  p r e v a i l s ,  how ever, in  th e  ca se  w here a 
p la n n in g  group i s  t e m p o r a r i ly  o rg a n iz ed  t o  u n dertake  th e  p la n n in g  p ro­
j e c t .  In  such a c a s e ,  once a g a in ,  a w r i t t e n  medium should  be u t i l i z e d  
i n  o r g a n iz in g  and f i x i n g  r e s p o n s i b i l i t y  o f  members o f  the com m ittee .
A rank ing  l i n e  a u t h o r i t y ,  f o r  exam ple, m ight make th e  f i n a l  d e c i s i o n  
a s  to  who w i l l  be on th e  com m ittee and as t o  what r e s p o n s i b i l i t y  w i l l  
be c a r r ie d  by whom on th e  com m ittee .  In  such  a c a s e  th e  l i n e  
e x e c u t i v e  would have the o p t io n  o f  e i t h e r  w r i t in g  a g e n e r a l  memo­
randum to  a l l  s e l e c t e d  members o f  the  com m ittee or memoranda on an  
i n d i v i d u a l  b a s i s .  R e g a r d le s s  o f  the  means s e l e c t e d ,  the communica­
t i o n  to  members sh o u ld  d e l i n e a t e  c l e a r l y  the f u n c t io n s  to  be perform ed  
by th e  com m ittee members as w e l l  as  the  r e s p o n s i b i l i t y  which w i l l  be 
in h e r e n t  in  each f u n c t io n .  P r o v i s io n  to  each  member o f  a copy o f  the  
a p p ro v a l o f  th e  p la n n in g  p ro p o sa l  shou ld  s u f f i c e  t o  o r i e n t  the
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committee members t o  t h e  job ahead. Thus th e  message to  th e  in d iv id u a l  
member need m erely  i n d ic a t e  that he h as been p la ce d  on the com m ittee to  
perform c e r t a i n  d e s ig n a te d  f u n c t io n s .
Once the p la n n in g  group has b een  o rg a n iz ed ,  the n ex t  l o g i c a l  
need i s  t o  e s t a b l i s h  c o n ta c t  w ith  c o o p e r a t in g  u n i t s  in  the o r g a n iz a t io n .  
For purposes  o f  a n a l y s i s  h e r e ,  t h e s e  u n i t s  are  e n v is io n e d  as those  th a t  
w i l l  c o n tr ib u te  i n d i r e c t l y  to  the p la n n in g  p r o c e s s - ’ b a s i c a l l y  by fu r n ­
i s h in g  in fo r m a t io n  b e a r in g  on the p la n .  The m essage framed fo r  pro­
v id in g  t h i s  c o n ta c t  a c t u a l l y  has an in fo r m a t iv e  purpose and a p ersu a­
s i v e  purpose in  th a t  (1 )  the in d iv id u a l  c o n ta c ted  i s  a p p r ised  o f  
c o n t r ib u t io n  he w i l l  make to  the p la n  and (2) he should  be persuaded  
to  c o o p e r a te  w i l l i n g l y  and fu r n is h  in fo rm a t io n  f r e e l y .
I t  i s  a tru ism  o f  e f f e c t i v e  communication p r a c t ic e  th a t  when 
rapp ort i s  e s t a b l i s h e d  between the sen d er  and r e c e i v e r ,  communication  
breakdowns are  l e s s  l i k e l y  to  o c c u r .  I t  f o l l o w s ,  t h e r e f o r e ,  th a t  th e  
primary o b j e c t i v e  o f  the message a u t h o r iz in g  a p lanner to  c r o s s  
channels  o f  communication to  se c u r e  d a ta  fo r  the  p lan  sh ou ld  be the  
e s ta b l is h m e n t  o f  an harmonious atm osphere . The e s ta b l is h m e n t  o f  t h i s  
atm osphere, w hether th e  resea rch  method be company record s  search  
or p e r so n a l  in t e r r o g a t io n ,  can be accom plished  by a l e t t e r  or mem­
orandum, p r e fe r a b ly  o r ig in a t in g  a t  a f a i r l y  h ig h  l e v e l  o f  a u th o r i ty  
w it h in  th e  o r g a n iz a t io n .  This l e t t e r  c o n s t i t u t e s  the a u t h o r i t y  fo r  
th e  p la n n er  to  c r o s s  communication ch a n n e ls .
I f  th e  d a ta  g a t h e r i n g  i s  t o  be  u n i v e r s a l  i n  th e  o r g a n i z a t i o n ,
the l e t t e r  might tak e  the form o f  a gen era l d i r e c t i v e .  I f  th e  d a ta -  
g a th e r in g  chore i s  d e s t in e d  to  take the p lanner  on ly  t o  i s o l a t e d  p arts  
of th e  o r g a n iz a t io n  f o r  r ec o rd s  search  or p erso n a l  in t e r r o g a t io n ,  pre­
fe r a b ly  th e  l e t t e r  shou ld  be a d d ressed  by name to  a f f e c t e d  i n d iv i d u a l s .
However, r e g a r d le s s  o f  w hether th e  l e t t e r  i s  o f  a g e n e r a l  or
s p e c i f i c  n a tu r e ,  i t  needs to  adhere to  some common standards:
1 .  The l e t t e r  should  make c l e a r  th e  o r g a n iz a t io n  
v a lu e s  sou ght in  th e  p lan  to  which th e  resp on dent  
w i l l  c o n t r ib u t e .  These v a lu e s  can be communicated 
through a s ta tem en t  o f  the o b j e c t iv e s  o f  the p lan .
A s ta tem en t in  th e  l e t t e r  such as t h i s  m ight s u f f i c e :
In order to  l i g h t e n  the  rec o rd sk ee p in g  
burden o f  department head, th e  Methods 
and P rocedures  S e c t io n  i s  p rep ar in g  a 
plan  f o r  fu tu r e  c e n t r a l i z a t i o n  o f  
company r e c o r d s .
2 .  The l e t t e r  should  p o in t  out any in d iv id u a l  v a lu es
th a t  w i l l  accru e  to  th e  read er  as a r e s u l t  o f  the  
p la n .3^
3 .  The l e t t e r  shou ld  make c l e a r  to  th e  rea d er  j u s t
what he i s  e x p ec te d  to  do in  c o o p e r a t in g  w ith  the
planner who w i l l  be c o n ta c t in g  him. ’
4 .  The l e t t e r  sh ou ld  b r i e f l y  e x p la in  the procedure
b e in g  fo l lo w e d  in  th e  p lan n in g  f u n c t io n  in  order  
th a t  the rea d er  m ight have the s a t i s f a c t i o n  of  
measuring the d egree  o f  h i s  in d iv id u a l  c o n tr ib u ­
t io n  to  th e  p la n .
■ ^ It  should  be r e c a l l e d  here  th a t  some o f  th e  most b a s i c  com­
m u n ica tion  problems in  the  b u s in e s s  o r g a n iz a t io n  a re  gen era ted  by the  
f a c t  th a t  the "formal o r g a n iz a t io n  makes i t s  impact on i t s  su p p o r t in g  
p e r s o n a l i t i e s  by means o f  g e n e r a l i t i e s . "  See d i s c u s s i o n  on page 74.
n /
S ee  d i s c u s s i o n  o f  e g o c e n t r i s m  on page 74 .
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5. P r e fe r a b ly ,  the l e t t e r  should a l lo w  the reader
some o p t io n  in  the tim e th a t  he w i l l  see  the  
p la n n er .
F o l lo w in g  e s ta b l is h m e n t  o f  co n ta c t  w ith  coo p era t in g  u n i t s ,  a need 
a r i s e s  f o r  the p lan n in g  group to  determ ine a s p e c i f i c  o u t l in e  o f  th e
plan . The d e term in a t io n  of t h i s  o u t l in e  in v o lv e s  a c o n s id e r a t io n  o f  the
s p e c i f i c  fa c to r s  to  be s tu d ie d  by the p la n n e r s .  I f  the  p lanning p ro ­
cedure I s  being  c a r r ie d  on by a committee, the members o f  which are  
s p e c i a l i s t s  from v a r io u s  p a r ts  o f  the o r g a n iz a t io n ,  th e  o u t l in e  
undoubtedly  w i l l  be a j o in t  product o f  a l l  members. I n i t i a l  communica­
t io n  to  determ ine th e  o u t l in e  w i l l  probably take an o r a l  form, as in  
committee m eet in g s .  These m eetings  should  be d ed ic a te d  to  a d is c o v e r y  
of the s p e c i f i c  c o n tr ib u t io n  to  the o u t l in e  that each committee member 
can make on the b a s i s  of h i s  s p e c ia l i z e d  knowledge or e x p e r ie n c e .
I f  the p lanning b e in g  ca rr ied  on, fo r  example, in v o lv e s  markets f o r  a 
period f i v e  years h en ce ,  i t  might be th a t  the member o f  the committee  
r e p r e s e n t in g  market research  would c o n tr ib u te  th at  p o r t io n  of the  
p la n 's  o u t l i n e  which d e a l t  w ith  a sp ec ts  o f  m o t iv a t io n a l  r e sea r ch .
The m athem atician  member o f  the  committee might in d ic a t e  as h i s  con­
t r ib u t io n  to  the o u t l i n e  the p lanning th a t  would be n ecessa ry  to  data  
g a th e r in g  fo r  l i n e a r  programming and o th er  forms o f  model b u i ld in g .
In the f i n a l  a n a l y s i s ,  then, the o u t l in e  fo r  the p lan  would c o n s i s t  
of an assem bly o f  id ea s  of the  p la n n ers .
Communication problems growing out o f  the o u t l in i n g  s ta g e  
would undoubtedly  be l im it e d  to  the c o n f in e s  of the committee i t s e l f .
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W orking  i n  c l o s e  p r o x im i ty ,  members o f  t h e  p la n n in g  com m ittee  s h o u ld  
w ork o u t  com m unica tion  p rob lem s a s  th e y  a r i s e .  W r i t t e n  com m unica tion  
b reakdow ns ,  f o r  exam ple , c o u ld  be mended by s u p p le m e n ta ry  o r a l  commun­
i c a t i o n .  Many com m unica tion  p rob lem s i n  t h i s  s t a g e  o f  p la n n in g  would 
u n d o u b te d ly  be s e m a n t ic  in  o r i g i n .  T h a t  i s ,  th e  m a rk e t  r e s e a r c h  man 
on t h e  p la n n in g  com m ittee  w ould  n o t  u n d e r s t a n d  t h e  symbols u s e d  by th e  
e n g i n e e r  from  r e s e a r c h  and d e v e lo p m e n t .  And p e rh a p s  th e  m a rk e t  r e s e a r c h  
man and  e n g i n e e r  would b o th  be c o n fu se d  by th e  p s y c h o l o g i s t ' s  sym bols 
o f  com m unica tion .  I t  w ould  seem t h a t  t h i s  p rob lem  i n  s e m a n t ic s  among 
th e  im m ediate  members o f  th e  com m ittee  c o u ld  b e s t  be overcome th ro u g h  
c o n s c i e n t i o u s  e f f o r t  on th e  p a r t  o f  com m ittee  members t o  couch t h e i r  
co m m u n ica tio n  i n  sym bols u n d e r s t a n d a b l e  t o  t h e i r  f e l l o w  com m ittee  
m em bers .
O b ta in ing  and a n a ly z in g  data  f o r  th e  p la n . C er ta in  commun­
i c a t i o n  problems r e l a t i n g  to  th e  d a ta -g a th e r in g  p ro cess  have a lr e a d y  
been  taken up in  th e  p rev io u s  d i s c u s s i o n  o f  th e  need f j .  e s t a b l i s h i n g  
c o n t a c t  w ith  c o -o p e r a t in g  u n i t s  in  the  o r g a n iz a t io n  (pages 1 3 6 -1 3 3 ) .
As i s  p o in ted  out in  the p rev io u s  d i s c u s s i o n ,  th e  key to  c l e a r  and 
e f f e c t i v e  communication in  the  d a ta -g a th e r in g  p r o c e ss  i s  th e  
e s ta b l i s h m e n t  o f  rapport betw een the data  g a th e r e r  and the resp o n ­
d e n t .  The b e s t  communication medium fo r  e s t a b l i s h i n g  t h i s  rapport  
i s  a l e t t e r  or memorandum which conforms to  the  s tand ard s  s e t  fo r th  
on pages 13 6 -1 3 8 .
Data g a t h e r i n g  i s  a prim ary f u n c t i o n  o f  th e  p la n n in g  p r o c e s s
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w it h in  th e  la r g e  b u s in e s s  o r g a n iz a t io n .  I t  seems r e a s o n a b le  to  h o ld  
fo r  purposes  o f  t h i s  a n a ly s i s  th a t  the d a ta -g a th e r in g  f u n c t io n  c r e a t e s  
c e r t a i n  communication s i t u a t i o n s  which must be coped w ith  by the  
plann er  who must make c o n ta c t s  throughout the  o r g a n iz a t io n  in  ord er  to  
do h i s  work. F u r th e r ,  i t  seems r e a s o n a b le  to  ho ld  t h a t  the  co m p lex ity  
o f  the  d a t a - g a t h e r in g  f u n c t io n  in c r e a s e s  in  a d i r e c t  r e l a t i o n s h i p  w ith  
the  c o m p lex ity  o f  the p lan  b e in g  cre a ted  as  w e l l  as  w ith  th e  co m p lex ity  
of  th e  o r g a n iz a t io n  s t r u c t u r e  i t s e l f .
The p o in t  o f  v iew  i s  tak en  h ere  th a t  communication i s  
e s p e c i a l l y  v i t a l  when two methods o f  data  g a th e r in g  are  used: (1) the
company record s  s e a r c h ,  and (2) the intracompany p e r so n a l  in t e r r o g a t io n  
m e t h o d . I n  both  t h e s e  c a s e s  i t  i s  h ig h ly  probable th a t  the p lann er  
must l e a v e  the c o n f in e s  o f  h i s  own o f f i c e  or environm ent and attem p t  
to  communicate w ith  peop le  a t  v a r io u s  p la c e s  in  th e  o r g a n iz a t io n  i f  he 
i s  t o  g a th e r  n e c e s s a r y  data  to  c o n tr ib u te  h i s  p o r t io n  o f  th e  p lan n in g  
f u n c t io n .  For purposes o f  t h i s  a n a l y s i s ,  an assum ption  i s  made th a t  
th e  p lan n er  i s  a r e p r e s e n t a t i v e  o f  a s t a f f  group or departm ent; but  
r e c o g n i t i o n  should  be g iv e n  to  the  f a c t  th a t  l i n e  p erso n n e l w i t h in  
the o r g a n iz a t io n  cou ld  a l s o  engage in  the d a ta -g a th e r in g  p r o c e s s .  I t  
i s  r e a s o n a b le  to  assume, however, th a t  the  preponderance o f  data  
g a th e r in g  w i t h in  an o r g a n iz a t io n  i s  c a r r ie d  on by s t a f f  groups and
-^The o b s e r v a t io n  method could  a l s o  be c o n s id ered  h e r e .
But some r e f l e c t i v e  th in k in g  on the s u b j e c t  in d ic a t e s  th a t  the  
communication problems in  th e  method would bear v e r y  c l o s e  resem ­
b la n c e  t o  the  communication problems in v o lv e d  in  the company record s  
s e a r c h .
i n d i v i d u a l s .
In  the  c a s e  o f  a company reco rd s  search  a s p e c ia l  communication  
problem  sometimes p r e se n ts  i t s e l f  to  th e  p la n n er .  I t  i s  u n reason ab le  
t o  assume th a t  a l l  p lanners  have a p r e v io u s ly  e s t a b l i s h e d  and thorough  
u n d e rs ta n d in g  o f  th e  record s  through which th ey  w i l l  s e a r c h ,  a lth ou gh  
the in fo rm a t io n  which they need to  f in d  and p u l l  from th e  rec o rd s  i s  
v i t a l  t o  t h e i r  p la n .  Hay and L e s ik a r ,  commenting on t h i s  problem, 
p o in t  out that:
On a l l  o c c a s io n s ,  r e s e a r c h  through company 
reco rd s  sh ou ld  never be a ttem pted  w ith o u t  the  
c l o s e  c o -o p e r a t io n  o f  one th orou gh ly  f a m i l ia r  
w ith  th e  record s  con cerned , e x c e p t ,  o f  co u rse ,  
when th e  i n v e s t i g a t o r  h im s e l f  i s  in t im a t e ly  
a cq u a in ted  w ith  the in f o r m a t i o n . ^
I f  the  way has been prepared p rop er ly  fo r  the p lan n er ,  the  
company record  search  method o f  data  c o l l e c t i o n  should  p r e s e n t  no  
major problems o f  communication. In  the  case  o f  in t e r r o g a t io n  r e s e a r c h ,  
on th e  o th e r  hand, some s i g n i f i c a n t  problems can a r i s e ,  e s p e c i a l l y  i f  
th e  in t e r r o g a t io n  in v o lv e s  a f a c e - t o - f a c e  r e l a t i o n s h i p  o f  the p lann er  
and th e  r e sp o n d e n t .  I n te r r o g a t io n  problems can become a c u te  i f  the  
r esp on d en t and p lann er  do n ot  meet in  an atmosphere o f  ra p p o r t .  And 
in t e r r o g a t io n  s e s s i o n s  can be c h a o t ic  i f  the p lanner  has not prepared  
a d e q u a te ly  fo r  th e  in t e r r o g a t io n .  I t  can be con c lu d ed , t h e r e f o r e ,  
th a t  communication du ring  i n t e r r o g a t io n  can be f a c i l i t a t e d  through:
36flay and L e s ik a r ,  o£ . c i t . .  p . 23.
■^See d i s c u s s i o n  o f  e s t a b l i s h i n g  co n ta c t  w ith  co o p era t in g  
u n i t s  on pages 1 3 6 -138 .
142
1 . P rev iou s arrangement fo r  the in te r r o g a t io n  
s e s s i o n ,  p r e fe r a b ly  through a l e t t e r  or mem­
orandum r e f l e c t i n g  the standards c i t e d  on 
pages 1 3 7 -1 3 8 .  This p rev iou s  arrangement 
a llo w s  the respondent to  have needed in f o r ­
mation r e a d i l y  a v a i l a b l e .  Moreover, i t  makes 
the r e sp o n d e n t's  p o s i t i o n  in  the p lan  c l e a r .
And, f i n a l l y ,  the l e t t e r  c o n s t i t u t e s  autho­
r i t y  fo r  the  planner to  take the time and 
energy o f  the respond en t.
2 .  C arefu l p r ep a ra t io n  o f  th e  p lanner before  he 
attem pts  to  conduct the in t e r r o g a t io n .  T h is  
p rep a ra t io n  in v o lv e s  a w e l l - th o u g h t -o u t  pro­
cedure on the part o f  the p lanner as to  how 
he w i l l  conduct the in t e r r o g a t io n .  In some 
ca se s  the p lanner  can be guided in  the  
in t e r r o g a t io n  by a c a r e f u l l y  prepared, t e s t e d  
q u e s t io n n a ir e .  In o th er  c a s e s ,  n o n -d ir e c te d  
in t e r r o g a t io n  might be p r e fe r a b le .  This l a t t e r  
case  does n ot r u le  out the  need fo r  p r ior  p r e ­
p a r a t io n  on th e  part o f  the p lanner; to  the  
con trary ,  th e  need i s  perhaps i n t e n s i f i e d  
because the planner w i l l  need to  keep in  h i s
mind what amounts to  a mental o u t l i n e  of the
v a r ia b le s  w ith  which h i s  p lanning fu n c t io n  i s  
con cerned .
In a d d i t io n  to  d ata  g a th e r in g ,  the p lanner must be concerned w ith  
data a n a l y s i s ,  even though such a n a ly s i s  in  the la r g e r  b u s in e ss  organ­
i z a t i o n  today i s  b e ing  more and more su b je c te d  to  the e l e c t r o n i c  pro­
c e s s e s  o f  the computer. As of today, however, the b u s in e ss  world has 
not a c t u a l l y  en tered  th e  era of the " th in k in g  machine," a machine which  
would not be su b je c te d  to  the f r a i l t i e s  o f  man's a n a l y t i c a l  p r o c e s s e s .
For a l l  p r a c t i c a l  p u rp oses ,  the human elem ent in  the b u s in e s s  organ­
i z a t i o n  s t i l l  has in  i t s  co n tro l  the a n a l y t i c a l  p r o c e s s .  Even the  
o r g a n iz a t io n  which b o a s ts  an e l e c t r o n i c  equipment i n s t a l l a t i o n  o f  the 
p ro p o rt io n s  o f  the IBM 705 must e v e n tu a l ly  r e l e g a t e  the r e f in e d
a n a l y t i c a l  process  to  the human elem ent in  th e  o r g a n iz a t io n .
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Data a n a l y s i s  i s  th e  frame o f  r e fe r e n c e  fo r  the c r e a t i v e  th in k e r  
in  the b u s in e ss  o r g a n iz a t io n .  A ccording to  Mee:
C r e a t iv e  th in k in g  i s  the process  o f  b r in g in g  a 
problem b efo re  o n e 's  mind c l e a r l y  as by im agining,  
v i s u a l i z i n g ,  su pp osing , musing, con tem p la tin g , or 
the l i k e ,  and then o r ig in a t in g  or in v e n t in g  an id ea ,  
concept,  r e a l i z a t i o n ,  or p ic t u r e  along new or con­
v e n t io n a l  l i n e s .  I t  in v o lv e s  s tudy  and r e f l e c t i o n  
rath er  than  a c t i o n . 3 8
In b r id g in g  betw een  the p r o c e s s  of r e c o g n iz in g  a problem and the  
p ro cess  o f ,  in  Mee's words, " o r ig in a t in g  or in v e n t in g  an id e a ,"  
the c r e a t iv e  th in k e r  goes through th e  a n a ly t i c a l  p r o c e ss .  In the ana­
l y t i c a l  p rocess  the th in k er  takes d a ta  which has been made a v a i l a b l e  to  
him and breaks i t  down to  s e e  i t s  innermost r e l a t i o n s h i p s .  T his  h ig h -  
order i n t e l l e c t u a l  p ro c e ss ,  reserved  only  to  man, g iv e s  b i r t h  to  what 
t h i s  s tu d en t c a l l s  the in t r o s p e c t iv e  phase o f  communication. The i n ­
t r o s p e c t iv e  phase weighs h e a v i l y  on’ th e  planner when he f i r s t  a ttem pts  
to  an a ly ze  data  fo r  h is  p la n .  He i s  f r u s tr a te d  by h i s  i n a b i l i t y  to  
blend  ideas d e r iv e d  from d ata  a n a l y s i s .  He i s  fu r th e r  f r u s t r a t e d  by 
h i s  i n i t i a l  i n a b i l i t y  to  communicate c o h e r e n t ly  about h is  p lan  w ith  
h i s  f e l l o w  p lan n ers  at committee m eet in g s .
Once t h i s  in t r o s p e c t iv e  phase has been passed  and the planner  
p r o g r e sse s  to  th e  encoding phase, d a ta  a n a ly s i s  has r e s u l t e d  in  ideas  
th a t  can be communicated. From the s ta n d p o in t  o f  e f f e c t i v e  commun­
i c a t i o n ,  i t  would seem th a t  the l e s s  time the p lanner has to  cope w ith
■^John F . Mee, "The C rea tive  Thinking P r o c e s s ,"  Indiana  
B u s in e s s  Review. XXXI (February, 1 9 5 6 ) ,  p. 3 .
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problems common to  the I n tr o s p e c t iv e  phase, the more q u ic k ly  and 
e f f i c i e n t l y  he can proceed to  the en cod ing  phase. A s im ple  a id  for  
the p lanner here would be fo r  him to  have made a v a i l a b l e  fo r  h i s  use  
data in  good fo r m --th a t  i s  data  which has been, c a r e f u l ly  e d i t e d  and 
c l a s s i f i e d  and p laced  in  an un derstan d ab le  form at.
Preparing the  p la n . A ccord ing to  the p lan n in g  procedure o u t ­
l i n e d  in  th ese  p ages,  b e fo r e  the p lan  i s  ready fo r  f i n a l  p r e p a ra t io n ,  
con certed  e f f o r t s  o f  the p lan n ing  group have been d ir e c te d  toward the  
fo rm u la t io n  o f  t e n t a t i v e  c o n c lu s io n s  and the t e s t i n g  o f  th e  components 
o f  the p la n .  I f  such t e s t i n g  r e v e a ls  the p l a u s i b i l i t y  o f  t e n t a t i v e  
c o n c lu s io n s ,  the p lan  i s  ready fo r  f i n a l  p rep a ra t io n  and formal 
a p p ro v a l .  I f  such t e s t i n g  r e v e a ls  im p e r fe c t io n s  in  the p la n ,  th ese  
im p e r fe c t io n s ,  o f  co u r se ,  should be c o r r e c te d  b e fo r e  the p la n  i s  p re­
pared fo r  su b m iss io n . T his  t e s t i n g  p ro cess  i t s e l f  should e l im in a t e  
c e r t a in  d i f f i c u l t i e s  in  communicating the  f i n a l  p lan  b ecause  the  
t e s t i n g  should  m inim ize a b s tr a c t io n s  through the p r o v is io n  o f  fu r th e r  
c o n c r e te  data fo r  support o f  the p la n .
The f i n a l  w r i t t e n  p lan  should  conform c l o s e l y  to  the b u s in e ss  
w r i t in g  standards proposed e lsew h ere  in  t h i s  c h a p t e r T h e  p lann ing  
group w i l l  do w e l l  a l s o  to  g iv e  d e t a i l e d  a t t e n t i o n  to  the o r g a n iz a ­
t i o n  o f  the  f in i s h e d  p la n .  A need o f  primary importance in  the  p la n 's  
p r e p a r a t io n  s ta g e  i s  th a t  some member o f  th e  group be d e s ig n a te d  to
3 9 g e e  d i s c u s s i o n  o f  w r i t i n g  s ta n d a r d s  on pages  1 2 0 - 1 2 6 .
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h ave  r e s p o n s i b i l i t y  f o r  th e  f i n a l  o r g a n i z a t i o n  o f  th e  p la n ,  e v e n  though  
i t  i s  l i k e l y  th a t  i n d i v i d u a l  members o f  th e  group w i l l  c o n t r i b u t e  s e g ­
m ents o f  th e  com p leted  p l a n .  T h ese  s ta n d a r d s  f o r  o r g a n i z a t i o n  would  
ap p ear  to  bear  on a w r i t t e n  p la n  c h a r a c t e r i z e d  by ev en  a s l i g h t  d e g r e e  
o f  c o m p le x i ty :
1 .  A summary o f  th e  p la n  sh o u ld  be p r o v id e d .  T h is  
summary sh o u ld  f i r s t  s t a t e  th e  m ajor o b j e c t i v e s  
and v a lu e s  so u g h t  i n  th e  p la n .  Then th e  summary, 
i n  g e n e r a l  term s , sh o u ld  o u t l i n e  th e  c o u r s e  o f  
a c t i o n  t o  be ta k e n  i n  th e  p la n .  T h is  c o u r se
o f  a c t i o n  sh o u ld  be  o r g a n iz e d  around th e  chron ­
o lo g y  in v o lv e d  i n  th e  p la n .  The p l a n ' s  summary 
sh o u ld  p r e f e r a b l y  be p ro v id ed  on p ages  s e p a r a t e  
from th e  body o f  th e  p la n  i t s e l f .  Such an  
arrangem ent makes i t  p o s s i b l e  f o r  th e  summary to  
be d e ta c h e d  e a s i l y  from th e  body o f  th e  p la n  and 
perhaps g iv e n  w id e r  d i s t r i b u t i o n  th a n  t h e  p la n  
i t s e l f  i s  g i v e n .
2 .  The p la n  p roper  sh o u ld  le a d  o f f  w i t h  in t r o d u c ­
to r y  m a t e r i a l  t o  p r o v id e  f o r  f u l l  r e a d e r  o r i e n ­
t a t i o n  t o  t h e  t o t a l  s t im u lu s  o f  w h ich  th e  p la n  
i s  c o n s t i t u t e d .  A f t e r  a b r i e f  i d e n t i f i c a t i o n  o f  
th e  o b j e c t i v e s  o f  th e  p la n ,  th e  i n t r o d u c t i o n  
sh o u ld  c o v e r  such  f a c t o r s  as:
a .  I d e n t i f i c a t i o n  o f  th e  medium o f  a u t h o r i z a ­
t i o n  f o r  t h e  p la n  (p ro b a b ly  th e  l e t t e r  in  
w hich  th e  p r o p o s a l  f o r  th e  p la n  was a p p r o v e d ) .
^ R e c o g n i t i o n  i s  g iv e n  h e r e  t o  th e  h o ld in g  o f  S c h u t te  and 
S t e in b e r g  t h a t  " i f  our e x e c u t i v e  w ants  o n ly  th e  summary, he  can  have  
h i s  o n e -p a g e  memorandum. I f  h e  i n s i s t s  on th e  d a ta  a s  w e l l ,  h e  i s  
g i v i n g  th e  w r i t e r  an  im p o s s ib le  t a s k .  To com ply , th e  w r i t e r  w i l l  
e i t h e r  have  t o  om it h a l f  o f  th e  s t a t i s t i c s  or  d i s p e n s e  w i t h  th e  
a n a l y s i s .  Or h e  w i l l  have to  move h ig h e r  on th e  a b s t r a c t i o n  l a d d e r - -  
t o  be more g e n e r a l - - s o  t h a t ,  d e a l i n g  w i t h  few er  d e t a i l s ,  he w i l l  be 
a b l e  to  'c o v er*  more ground i n  l e s s  s p a c e ."  W il l ia m  M. S c h u t t e  and 
Erwin R. S t e i n b e r g ,  Communication i n  B u s in e s s  and I n d u s tr y  (New York: 
H o l t ,  R in e h a r t  and W in ston , I n c . ,  1 9 6 0 ) ,  pp. 1 9 0 -1 9 1 .
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b . I d e n t i f i c a t i o n  o f  the i n d i v i d u a l s  who con­
t r ib u t e d  to  t h e  p la n ,  a lo n g  w i th  i d e n t i f i ­
c a t i o n  o f  th e  s p e c i f i c  m a t e r i a l  ea ch  
in d i v i d u a l  c o n t r ib u t e d .
c .  A b r i e f  d i s c u s s i o n  o f  t h e  s i g n i f i c a n t  h i s ­
t o r i c a l  e v e n t s  c o n t r i b u t i n g  to  th e  need  fo r  
th e  p la n .
d .  A d i s c u s s i o n  o f  r e s e a r c h  m eth o d o lo g y  u sed  
i n  g a t h e r in g  d a ta  fo r  t h e  p la n ,  a lo n g  w ith  
a d i s c u s s i o n  o f  any l i m i t a t i o n s  o f  th e  d a ta  
( e . g . ,  i t  m ig h t  have b e e n  im p o s s ib le  to  
g a th e r  c e r t a i n  s i g n i f i c a n t  d a ta ,  a s i t u a ­
t i o n  w hich  th e  r e a d e r  s h o u ld  w e ig h  a s  he  
c o n s id e r s  th e  p l a n ) .
e .  A p rev iew  ( e s p e c i a l l y  i n  th o s e  c a s e s  in  
w hich  th e  w r i t t e n  p la n  i s  lo n g )  o f  t h e  o r ­
g a n i z a t i o n  o f  th e  p la n  i n  ord er  t h a t  th e  
r e a d e r  m ight p l a c e  h i m s e l f  i n  a l o g i c a l  
frame o f  mind to  u n d e r s ta n d  th e  p la n .
3 .  Im m ed ia te ly  a f t e r  t h e  i n t r o d u c t i o n  m a t e r i a l ,  th e  p la n  
sh ou ld  move i n t o  a p r e s e n t a t i o n  o f  th e  c o u r s e s  o f  
fu t u r e  a c t i o n  p r o p o se d ,  u t i l i z i n g  th e  d e d u c t iv e  o r ­
g a n i z a t i o n  p a t t e r n .  F o l lo w in g  t h i s  broad  p r e s e n t a ­
t i o n  sh o u ld  b e  th e  a n a l y s i s  and i n t e r p r e t a t i o n  o f  
u n d e r ly in g  d a ta  j u s t i f y i n g  th e  a c t i o n  to  be ta k e n .
B eca u se  th e  w r i t t e n  p la n  i s  among th e  m ost im p ortan t  r e p o r t s  
p rep ared  w i t h i n  th e  b u s i n e s s  o r g a n i z a t i o n ,  i t  sh o u ld  assume a form al  
form at t o  d i s t i n g u i s h  i t  from r o u t i n e  d a y - t o - d a y  r e p o r t s .  A c c o r d in g ly ,  
th e  p la n  sh o u ld  be prepared  i n  a f o r m a t ^  c o n s i s t i n g  o f  t h e s e  p a r t s  
( i n  th e  o r d er  p r e s e n te d ) :
1 .  T i t l e  f l y  (a  page on w hich  o n ly  th e  t i t l e  o f  th e  r e p o r t  
i s  p r e s e n t e d ) .
The form at p r e s e n te d  h e r e  i s  a d ap ted  from th e  lo n g  form al  
r e p o r t  form at recommended i n  C hapter 7 o f  Hay and L e s i k a r ' s  
B u s in e s s  R eport W r i t i n e .
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2 . A t i t l e  page, c o n s i s t i n g  o f  a p r e s e n t a t io n  of:
a .  The t i t l e .
b .  I d e n t i f i c a t i o n  o f  th e  p la n ' s  a u th o r iz e r  and 
r e c e i v e r ,  or i d e n t i f i c a t i o n  o f  th e  i n d i v i ­
du a l to  whom the p la n  i s  su b m itted  fo r  
a p p r o v a l .
c .  I d e n t i f i c a t i o n  o f  th e  in d iv id u a l  or group  
prep ar in g  the  p la n .
d .  The d a te  the  p lan  i s  su b m it te d .
3 .  A l e t t e r  o f  t r a n s m i t t a l ,  w r i t t e n  to  the p la n ' s  
r e c e i v e r  and s ig n e d  by the  in d iv i d u a l  r e s p o n s i b l e  
fo r  f i n a l  p r e p a r a t io n  and su b m iss io n  o f  th e  p la n .
The l e t t e r  o f  t r a n s m i t t a l  sh ou ld  fo r m a lly  p r e s e n t  
th e  p lan  and perhaps in c lu d e  comment on th e  a c t i ­
v i t i e s  o f  th e  group c o n t r ib u t in g  t o  the p la n .
The l e t t e r  o f  t r a n s m i t t a l ,  g e n e r a l ly ,  should  n o t  
o u t l i n e  the co u rse  o f  a c t i o n  recommended by th e  
p la n n in g  group. Recommendation c o n te x t  sh ou ld  
in c lu d e  s u p p o r t in g  a n a l y s i s  to  a v o id  p o s s i b l e  
n e g a t iv e  re a d e r  r e a c t i o n  t o  th e  recom m endations.
4 .  A t a b le  o f  c o n te n ts  fo r  th e  w r i t t e n  p la n .
5 . A summary (a s  p r e v io u s ly  d i s c u s s e d ) .
6 .  The p lan  p rop er , c o n s i s t i n g  o f  (1 )  the  in t r o d u c ­
t i o n ,  (2) a g e n e r a l  s e c t i o n  o u t l i n i n g  the  co u rse  
o f  a c t i o n  to  be tak en , and (3 )  th e  a n a ly s i s  o f  
d a ta  which su p p o rts  th e  cou rse  o f  a c t i o n .
P r e s e n t a t i o n  o f  t h e  p l a n  f o r  a p p r o v a l . Where a  com plex w r i t t e n
com m unication s i t u a t i o n  e x i s t s ,  supplem entary  p e r so n a l  c o n ta c t  w ith
th e  m essage r e c e i v e r  on the  p a r t  o f  th e  m essage sender a id s  the flow
o f  in fo r m a t io n .  U ndoubtedly t h i s  g en era l  communication p r in c i p l e
h o ld s  in  the c a s e  o f  a p la n .  A l l  p lan n ers  who have c o n tr ib u te d  to  the
p la n ,  t h e r e f o r e ,  should  be g iv e n  an o p p o r tu n ity  to  o r a l l y  defend  t h e i r
work and c l e a r  up any m isu n d ersta n d in g s  on the  part o f  th e  p la n 's
r e a d e r s .
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I t  would seem, t h e r e f o r e ,  th a t  p r e s e n t a t i o n  o f  th e  p lan -" from  
th e  s ta n d p o in t  o f  e f f e c t i v e  co tm n u n ica tion --shou ld  f o l l o w  a somewhat 
form al tw o - s t e p  p r o c e d u r e .  F i r s t ,  th e  p lan  sh o u ld  be p r e s e n te d  to  
ap p rov in g  a u t h o r i t i e s  by means o f  th e  l e t t e r  o f  t r a n s m i t t a l ,  a p r e ­
f a t o r y  p a r t  o f  th e  p la n  i t s e l f .  Then, a f t e r  ap p ro v in g  a u t h o r i t i e s  have  
had an o p p o r tu n ity  t o  c o n s id e r  th e  p la n ,  a form al m e e t in g  o f  th e  p la n ­
n in g  group w ith  th e  a p p ro v in g  a u t h o r i t i e s  sh o u ld  be h e l d .
P lan n ers  sh o u ld  come t o  the  form al m e e t in g  prepared  to  d efend  
t h e i r  c o n t r ib u t io n s  to  th e  p la n .  In d eed , " s e l l ” m ight be a b e t t e r  word 
th an  " d e fen d ."  Presumably th e  p la n  i t s e l f  i s  p o s t u l a t e d  on th e  b a s i s  
o f  o b j e c t i v e  a n a l y s i s  o f  f a c t s  and d a t a .  T his  o b j e c t i v i t y ,  founded as  
i t  i s  on th e  id e a s  o f  o th e r  men, i s  n o t  alw ays im m ed ia te ly  ap p aren t  
to  the a p p rov in g  a u t h o r i t y . ^2 su p p lem en ta l  o r a l  c o n t a c t  w i t h  th e  
p la n n e r s  g iv e s  the a p p rov in g  a u t h o r i t y  an o p p o r tu n i ty  to  s i t  in  ju d g ­
ment o f  th e  p lan  w h i le  a t  th e  same tim e g a in in g  i n s i g h t  a s  to  th e  r e a l  
c a p a c i t y  o f  th e  p la n n e r s  to  i n f l u e n c e  th e  d e s t i n y  o f  th e  company.
I I .  MANAGERIAL ORGANIZING AND COMMUNICATION
J u c iu s  and S c h le n d e r  e x p r e s s  th e  v iew  t h a t  th e  f u n c t io n  o f  o r ­
g a n iz in g  i s  a s t e p  o f  th e  management p r o c e s s  w hich  f o l l o w s  p lan n in g :
42A t t h i s  tim e th e  p la n  r e c e i v e r s  are  e x p e r i e n c in g  th e  i n f e r ­
e n c e  phase o f  com m unication. I t  sh ou ld  be r e c a l l e d  th a t  one f a c t o r  
c o n d i t i o n i n g  t h i s  ph ase  i s  th e  com m unicatee's  d e d i c a t i o n  t o  con­
s t a n c y ,  a z e a l  to  m a in ta in  th e  s t a t u s  q u o . Thus th e r e  i s  a need f o r  
a p e r s u a s iv e  a tm osphere to  p r e v a i l  a s  th e  p la n  i s  b e in g  d efen ded  
b e c a u s e  a p la n  a lm o s t  in v a r i a b l y  p orten d s  "change" fo r  th e  b u s in e s s  
o r g a n i z a t i o n .
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A f t e r  p lans a r e  e s t a b l i s h e d ,  o r g a n iz in g  i s  th e  
m a n a g er ia l  f u n c t io n  o f  m a rsh a lin g  th e  v a r io u s  f a c ­
to r s  and r e s o u r c e s  n e c e s s a r y  t o  carry  o u t  the  
p la n s .  An o r g a n iz a t io n  s t r u c t u r e  must be e s t a b ­
l i s h e d  by which v a r io u s  e x e c u t i v e s  and s u b o r d in a te s  
w i l l  be c o o r d in a te d .  P rocedures  and sy ste m s  must 
be e s t a b l i s h e d  t o  ca rry  ou t  p r o j e c t s  s p e c i f i e d  i n  
p lan s  .43
Such a view  seem s l o g i c a l  f o r  a n a l y t i c a l  p u rp oses  b eca u se  o r g a n iz in g  
e f f o r t s  must b e  d ir e c t e d  toward f u r t h e r in g  ach ievem en t or  s p e c i f i e d  
o r g a n i z a t i o n a l  o b j e c t i v e s .  And o r g a n iz a t i o n a l  o b j e c t i v e s  a r e  i s o l a t e d  
and communicated through management's perform ance o f  th e  p la n n in g  
f u n c t i o n .  T h e r e fo r e ,  t h e  approach ta k en  in  t h i s  a n a l y s i s  o f  organ­
i z i n g  p resu p p o ses  the e s t a b l i s h m e n t  and communication o f  o r g a n iz a ­
t i o n a l  o b j e c t i v e s .  Thus a n a ly s i s  o f  the com m unication a s p e c t s  o f  
o r g a n iz in g  ca n  be c o n c e n tr a te d  e x c l u s i v e l y  on th e  problem s th a t  a r i s e  
a f t e r  o b j e c t i v e s  have b e e n  a s c e r t a i n e d  and s e t  fo r  th e  f ir m .
I t  sh o u ld  be n o te d  here  t h a t  o r g a n iz in g  i s  c o n s id e r e d  to  be a 
c o n t in u in g  f u n c t io n  o f  th e  manager. I t  i s  v i s u a l i z e d  a s  a f u n c t io n  
c a r r i e d  on by th e  manager on a d a y - to -d a y  b a s i s  as o b j e c t i v e s  a re  s e t ,  
m o d if ie d ,  or changed th roughout th e  f irm  d u r in g  the p la n n in g  f u n c t i o n .  
A c c o r d in g ly ,  th e  s u p e r v i s o r  i s  regarded  as an  o r g a n iz e r  when he ta k e s  
n e c e s s a r y  s t e p s  to  p r o v id e  fo r  ach ievem en t o f ,  sa y ,  th e  s h o r t -r u n  
o b j e c t i v e  o f  p rodu cin g  a " s p e c i a l ” run o f  f i n i s h e d  p rod u ct  th at  n e c e s ­
s i t a t e s  d e p a r tu r e  o f  h i s  group from d a i l y  r o u t i n e .  For purposes  o f
^ M i c h a e l  j .  J u c i u s  and W i l l i a m  E. S c h le n d e r ,  E le m e n ts  o f  
M a n a g e r i a l  A c t i o n  (Homewood. I l l i n o i s :  R ic h a r d  D. I r w i n ,  I n c . ) ,
PP* 4 - 5 .
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the  p resen t  a n a ly s i s  o f  o rg a n iz in g  and communication, however, the  
o r g a n iz in g  fu n c t io n  i s  t r e a te d  as though i t  could  be e x tr a c te d  from the  
t o t a l  management p ro cess  a t  a g iv e n  in s t a n t  o f  time and a n a ly z e d .  A ls o ,  
f o r  purposes o f  r e a l i s t i c  l i m i t a t i o n  the a n a ly s i s  has i t s  s e t t i n g  a t  
th e  a d m in is t r a t iv e  management l e v e l  o f  the o r g a n iz a t io n .
The E stab lish m en t o f  a Formal O rgan iza tion  S tru ctu re
In the approach taken h e r e ,  o rg a n iz in g  i s  t r e a te d  as a fu n c t io n  
which e n t a i l s  four major areas o f  a c t i v i t y  d e a l in g  w ith  th e  e s t a b l i s h ­
ment o f  a formal o r g a n iz a t io n  s tr u c tu r e :  (1) i s o l a t i n g  fu n c t io n s  and
e s t a b l i s h i n g  p rocedures;  (2) a s s ig n in g  p erson nel and d e s ig n a t in g  autho­
r i t y  and r e s p o n s i b i l i t y  r e l a t io n s h i p s ;  (3) assem bling  t e c h n ic a l  r e ­
s o u r c e s ;  and (4) p ro v id in g  fo r  c o o r d in a t io n .  F i r s t ,  b r i e f  c o n s id e r a t io n  
i s  g iv e n  to  each o f  th e se  four s t e p s  in v o lv e d  in  the e s ta b l is h m e n t  o f  
a formal o r g a n iz a t io n  s t r u c t u r e .  F o llo w in g  t h i s  a n a ly s i s  i s  a p resen ­
t a t i o n  o f  communication standards as they would apply  to  a f i r m 's  
o r g a n iz a t io n  manual, the  t r a d i t i o n a l  medium o f  communication o r i g i n ­
a t i n g  w ith  the o rg a n iz in g  fu n c t io n .
I s o l a t i n g  fu n c t io n s  and e s t a b l i s h i n g  p ro ced u res . In s im p le  
term s, a fu n c t io n  can be d e f in e d  as "any phase o f  the work o f  th e  
o r g a n iz a t io n  th a t  i s  n ecessa ry  fo r  the achievem ent o f  any proper or 
r eq u ir ed  o r g a n iz a t io n a l  o b j e c t i v e . " ^  In o rg a n iz in g ,  the manager's
i n i t i a l  s t e p  must be one o f  i s o l a t i n g  the fu n c t io n s  which must be
^ R .  C. D av is ,  The Fundamentals o f  Top Management, pp. 202-203 .
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performed to  a c h ie v e  o r g a n iz a t io n a l  o b j e c t i v e s .  Then, once the  
fu n c t io n s  are  i s o l a t e d ,  they must be grouped acco rd in g  t o  t h e i r  s im i ­
l a r i t i e s .  Koontz and OfDonnel r e f e r  to  t h i s  grouping as "departmen-  
t a t i o n  by e n t e r p r i s e  fu n c t io n ."  These a u t h o r i t i e s  ho ld  th a t  " F u nction a l  
d ep artm en ta tion  i s  th e  most w id e ly  employed b a s i s  fo r  o r g a n iz in g  e n t e r ­
p r i s e  a c t i v i t i e s  and i s  p resen t  in  alm ost ev ery  e n t e r p r i s e  a t  some 
l e v e l  in  the  o r g a n iz a t io n  s t r u c t u r e
A n a ly s is  o f  the fu n c t io n s  makes p o s s i b l e  t h e ir  subsequent  
arrangement i n t o  proced u res , a n e c e ssa r y  r e q u i s i t e  fo r  o b j e c t iv e  
accom plishm ent in  the firm:
A tta inm ent o f  o b j e c t iv e s  i s  d i r e c t l y  accom plished  
by th e  performance o f  f u n c t io n s .  And th e  a tta in m en t  
i s  a f f e c t e d  by the o r d e r l in e s s  w ith  which the fu n c t io n s  
are  arranged in t o  proced u res .
A procedure can be d e f in e d  s im ply as an o rd er ly  sequence o f  
fu n c t io n s  which i s  d ir e c t e d  toward accomplishment o f  a s p e c i f i e d  g o a l .  
For example, th e  procedure to  provide  fo r  f a b r ic a t i o n  o f  a b i c y c l e  
w heel would in v o lv e  an ord er ly  sequence o f  fu n c t io n s :
U n less  th e se  a c t i v i t i e s  a re  arranged so  th a t  
f i r s t  th in g s  are done f i r s t ,  and so  on, each ad ­
va n c in g  the com p letion  o f  th e  wheel in  e f f i c i e n t  
ord er , a wheel w i l l  never be com pleted, or a t  
l e a s t  n o t  completed w ith  d is p a tc h  and economy,47
4 %.oontz and o 'D on n el,  ojj. c i t . . p. 103 .
AC*
^“J u c iu s  and Sch len d er , op. c i t . ,  p . 135 .  
47I b i d . .  p . 7 .
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The o r g a n iz in g  s te p  o f  i s o la t i n g  fu n c tio n s  and e s t a b l is h in g  
p rocedures g iv e s  r i s e  to  a problem o f  com m unication w hich d ev e lo p s  in  
th e  in tr o s p e c t iv e  phase o f  th e  p r o c e ss  and a ccou n ts  fo r  l a t e r  p o s s ib le  
breakdowns in  th e  form al o r g a n iz a tio n  s t r u c tu r e .  T his b a s ic  problem  
i s  th e  m anager's r e a c t io n  to  what m ight be regarded  as an in c o r r e c t  
s t im u lu s - -a  r e a c t io n  to  th e p eop le  o f  th e  o r g a n iz a tio n  and th e ir  cap ­
a b i l i t i e s  ra th er  than  th e  b a s ic  fu n c tio n s  w hich th e p eo p le  must perform . 
Commenting on t h i s  problem, R. C. D avis s t a t e s ,  "There a re  th o se  who 
b e l i e v e  th a t r e s p o n s ib i l i t y  shou ld  be d iv id ed  p r im a r ily  w ith  regard  to
th e s p e c i f i c  c a p a c i t ie s  o f  th e  in d iv id u a l a v a i la b le  in  th e  o rg a n iz a -  
„48
t io n .
The manager who e s t a b l is h e s  a procedure around p eop le  o f  g iv e n  
t a le n t s  ra th e r  than around th e most ex p ed ie n t fu n c t io n s  b u ild s  in to  
th e  o r g a n iz a tio n  s tr u c tu r e  he u lt im a te ly  communicates v ia  the organ­
iz a t io n  manual a s i t u a t io n  w hich can r e s u l t  in  a su b o r d in a tio n  o f
49prim ary s e r v ic e  o b je c t iv e s  to  c o l la t e r a l  s e r v ic e  o b j e c t iv e s .  In  
such a s i t u a t io n  a b a s ic  problem  i s  fo s te r e d  in  which com m unication  
in  th e  firm  i s  unduly in f lu e n c e d  by th e  human ten d en cy , as p o in ted  out  
e a r l i e r  in  th e  t h e s i s ,  to  be more o r ie n te d  to  fu n c tio n s  th em selves  
than to  the r e la t io n s h ip s  o f  th e  fu n c tio n s  in  o b ta in in g  th e  primary
A Q
R. C. D a v is , The Fundam entals o f  Top Management, p . 257.
^ S e e  d is c u s s io n  o f  prim ary s e r v ic e  o b je c t iv e s  and c o l la t e r a l  
s e r v ic e  o b je c t iv e s  on page 70 .
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s e r v ic e  o b j e c t iv e s  o f  th e  o r g a n iz a t io n a l e n t i t y .
A ss ig n in g  p e rso n n e l and d e s ig n a t in g  a u th o r ity  and r e s p o n s i b i l i t y . 
L o g ic a l ly ,  th e  a ssig n m en t o f  p e rso n n e l shou ld  be to  fu n c t io n s  r a th e r  
than  th e  o b v e r se --a s s ig n m e n t o f  fu n c t io n s  to  p e r s o n n e l - - i f  th e  in t r o ­
s p e c t iv e  com m unication problem  j u s t  c i t e d  i s  to  be a v e r te d . An o r d e r ly  
p roced u re by w hich  t h i s  problem can b e m inim ized e n t a i l s  f i r s t  a s p e c ­
i f i c a t i o n  o f  p erso n n e l requ irem ents and then procurem ent o f  th e  n e c e s ­
sa ry  p erso n n e l to  conform  to  the p r e v io u s ly  e s t a b l is h e d  s p e c i f i c a t io n s :
The problem  o f  k ind  o f p e r so n n e l i s  b e s t  so lv ed  
through a good program o f  job  s p e c i f i c a t io n s  fo r  b o th  
o p e r a t iv e  and m anageria l p e r s o n n e l.  Such s p e c i f i c a r  
t io n s  sh o u ld  in d ic a t e ,  f i r s t ,  what i s  done on p a r t i ­
c u la r  jo b s ;  and, secon d , what q u a l i t i e s  a p erson  
shou ld  p o s s e s s  to  f u l f i l l  th e  req u irem en ts o f  the  
j o b s .^1
The d e s ig n a t io n  o f  a u th o r ity  and r e s p o n s i b i l i t y  r e la t io n s h ip s  i s  
a v i t a l  fu n c t io n  o f  com m unication on ce  fu n c t io n s  have been  r e la t e d  to  
p e r so n n e l by means o f  job  s p e c i f i c a t i o n s .  D efin ed  as "the r ig h t  to
C O
command ob ed ien ce  from o th e r s ,"  a u th o r ity  i s  a n e c e ssa r y  r e q u is i t e
to  th e  perform ance o f  fu n c t io n s .  S im ila r ly ,  r e s p o n s i b i l i t y - - t h e  
o b l ig a t io n  o f  an in d iv id u a l  to  be a c c o u n ta b le  fo r  th e  e x e r c is e  o f  h is  
a u t h o r i t y - - i s  j u s t  as b a s ic .
The v iew  i s  tak en  h ere  th a t an  in d iv id u a l m anager's b a s ic
-^ See d is c u s s io n  in  th is  c h a p te r  o f  com m unication stan d ard s  
fo r  th e  o r g a n iz a t io n  m anual.
•^ J u c iu s  and S ch len d er , o j j .  c i t . ,  p . 59 .
52I b i d . ,  p .  4 8 .
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r e s p o n s i b i l i t y  and a u th o r ity  r e la t in g  to  h is  fu n c t io n  should  be commun­
ic a te d  in  th e  f irm ’s o r g a n iz a tio n  manual. T h is v iew  conforms to  th a t  
o f  R. C, D avis who h o ld s  th a t  th e  o r g a n iz a tio n  manual shou ld  ’’s p e c ify  
th e  o r g a n iz a t io n a l o b j e c t iv e s ,  fu n c t io n s , r e s p o n s i b i l i t i e s ,  a u t h o r i t ie s ,  
a c c o u n t a b i l i t y ,  and c r o ss  r e la t io n s  fo r  each  e x e c u t iv e  in  charge o f  
each  g r o u p . O t h e r  media o f  com m unication should  be used  as needed  
to  p rov id e  fo r  ex tra o rd in a ry  assign m en ts o f  a u th o r ity  and r e s p o n s i­
b i l i t y  fo r  s p e c ia l ,  s h o r t - l iv e d  o c c a s i o n s .^  P r o v is io n  should  be made 
fo r  amending th e  o r g a n iz a tio n  manual when new a u t h o r i t y - r e s p o n s ib i l i t y  
r e la t io n s h ip s  are  o f  a permanent n a tu re .
A ssem bling o f  te c h n ic a l  r e s o u r c e s . At l e a s t  token  acknow ledg­
ment should  be g iv en  here to  th e  s te p  o f  the o r g a n iz in g  fu n c t io n  which  
e n t a i l s  the assem bly o f  te c h n ic a l  r e s o u r c e s .  C o n sid era tio n  o f  t h is  
s t e p  o f  th e  fu n c tio n  does not r e v e a l any p a r t ic u la r ly  unique problems 
o f  com m unication th a t have n ot been brought ou t e lsew h ere  in  the  
s tu d y . Communication c o n s id ered , however, i t  should  be noted  th a t th e  
manager who i s  charged w ith  r e s p o n s ib i l i t y  fo r  a ssem b lin g  te c h n ic a l  
r e so u r c e s  n e c e s sa r y  to  th e ach ievem ent o f  th e  f ir m ’s o b je c t iv e s  i s  
l i k e l y  to  be in flu e n c e d  by th e many fa c to r s  b earin g  on th e  v a r io u s  
phases o f  th e  com m unication p r o c e s s .  The o f f i c e  manager, fo r  exam ple,
■^R. C. D a v is , The Fundam entals o f  Ton Management, p . 3 1 .
~^See, fo r  exam ple, the d is c u s s io n  on pages 136-138 r e la t in g  
to  methods by which a u th o r ity  can be e s ta b lis h e d  fo r  c r o s s -c o n ta c ts  
n e c e ssa r y  fo r  data  g a th er in g  as th e  p lan n in g  fu n c t io n  i s  ca r r ie d  on.
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who r e q u e s ts  f i v e  a d d it io n a l  new ty p e w r ite r s  to  p ro v id e  fo r  ex p a n sio n  
o f  h is  o p e r a tio n s  to  conform  to  a p lan  m ight w e l l  be r e a c t in g  to  h is  
ten d en cy  toward undue p reo ccu p a tio n  w ith  h is  s p e c i f i c  fu n c t io n .  For 
exam ple, an in v e s t ig a t i o n  m ight r e v e a l th a t  the o f f i c e  manager in  f a c t  
needed o n ly  fou r  ty p e w r ite r s ,  th a t  he r e q u ested  f i v e  ty p e w r ite r s
c  c
b ecau se  o f  h is  s t a t u s  a n x ie ty ,  J in  t h i s  ca se  an em o tio n a l d r iv e  to  
surround h im s e lf  w ith  sym bols s ig n i f y in g  h is  im portance and r e s p o n s i-  
b i l i t y .
P ro v id in g  fo r  c o o r d in a t io n . Making p r o v is io n  fo r  c o o r d in a t io n  
i s  co n s id ered  to  be a s te p  o f  th e  o r g a n iz in g  fu n c t io n .  The e x e c u t io n  
o f  c o o r d in a t io n , how ever, i s  co n s id ered  to  be a p a r t  o f  th e  c o n tr o l  
fu n c tio n :
C o o rd in a tio n  i s  a v i t a l  phase o f  c o n tr o l .  I t  
may be d e f in e d  as th e  fu n c t io n  o f  r e la t in g  a c t i v i ­
t i e s  w ith  r e s p e c t  to  tim e and ord er  o f  p erform an ce.^6
C o o rd in a tio n  in  a firm  i s  c a r r ie d  on by means o f  com m unication. 
D uring h is  perform ance o f  th e  o r g a n iz in g  fu n c t io n , th e r e fo r e ,  th e  
manager must p ro v id e  fo r  th e  form al o r g a n iz a t io n  s tr u c tu r e  a commun­
i c a t i o n  system  w hich  w i l l  l i n k  r e la te d  a c t i v i t i e s  r e q u ir in g  co o rd in a ­
t io n  in  "tim e and ord er o f  perform ance."  T h is p r o v is io n  fo r  communica­
t io n ,  i t  i s  su b m itted  h e r e , sh ou ld  be in co rp o ra ted  in to  th e  
o r g a n iz a t io n  m anual.
55See d is c u s s io n  on pages 89-90 o f  the h ie r a r c h y  o f  g o a ls  the  
in d iv id u a l  p u rsues in  th e o r g a n iz a t io n .
~^R. C. D a v is , The Fundam entals o f  Tod Management, p . 19 .
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Communication Standards fo r  th e  O rg a n iza tio n  Manual
In  Chapter I I I  o f  th e  stu d y  a c o n c lu s io n  i s  reached  th a t  th e  
g r e a t e s t  c a l l in g  o f  com m unication in  th e  firm  i s  to  make maximum c o n t r i -  
b u tio n  to  o r g a n iz a t io n a l b a la n ce  and s t a b i l i t y .  As th e  a n a ly s is  
p r e sen ted  in  Chapter I I I  r e v e a ls ,  how ever, c e r t a in  fa c to r s  bear on the  
com m unication p ro cess  w hich c o n tr ib u te  to  im balance and i n s t a b i l i t y .
The m ost b a s ic  o f  th e s e  fa c to r s^ ?  i s f u n c t io n a l iz a t io n ,  the p r o c e ss  by 
w hich th e  o r g a n iz a t io n  i s  d iv id e d  in to  groups d e d ic a te d  to  p u rsu in g  
o b j e c t iv e s  w hich u l t im a t e ly  c o n tr ib u te  to  a c h ie v in g  th e f ir m 's  o v e r a l l  
o b j e c t iv e s .
The consequence o f  f u n c t io n a l iz a t io n  o f  th e  firm  i s  a tendency  
fo r  th e  p a r t ic ip a n ts  to  be o r ie n te d  p r im a r ily  to  th e  o b j e c t iv e s  o f  
t h e ir  fu n c t io n s  in  p reced en ce  to  the o v e r a l l  o b j e c t iv e s  o f  th e  organ-  
i z a t i o n .  S in ce  f u n c t io n a l iz a t io n  i s  a s te p  ( s e e  pages 150-151) in  th e  
t o t a l  o r g a n iz in g  fu n c t io n , i t  seems l o g i c a l  to  h o ld  th a t problem s 
stem m ing from t h is  s t e p  can be a n t ic ip a te d  and overcom e as th e  man­
a g e r ia l  o r g a n iz in g  fu n c t io n  i s  c a r r ie d  on . The manager who r e c o g n iz e s  
th a t  f u n c t io n a l iz a t io n  b reed s m iscom m unication (th u s  o r g a n iz a t io n a l  
im balance and i n s t a b i l i t y )  i s  in  a p o s i t io n  to  a b o r t t h is  problem  by 
e s t a b l i s h in g  an environm ent to  p ro v id e  fo r  ready and fr e e  in fo rm a tio n  
f lo w . The b e s t  com m unication medium fo r  e s t a b l i s h in g  t h is  environm ent,
5?See a n a l y s i s  o f  f u n c t i o n a l i z a t i o n  on p a g es  8 7 - 8 9 .
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i t  i s  subm itted  h e r e , i s  th e  o r g a n iz a tio n  m anual.
The o r g a n iz a tio n  manual shou ld  rank among the f ir m ’ s most v i t a l  
documents o f  com m unication. The f in d in g s  o f  t h is  stu d y  in  fa c t  in d ic a te  
a need fo r  t h is  manual to  be co n sid ered  fo r  p r e se r v a t io n  purposes in  the  
realm  o f  the corp ora te  ch a r ter  and b y law s. The o r g a n iz a tio n  manual 
sh ou ld  c o n s t i t u t e  an enduring w r it t e n  reco rd , a record  d esign ed  to  g iv e  
c o n t in u ity  to  the firm  as in  i t s  ag in g  p ro cess  changes occur in  th e  
p eo p le  and fu n c tio n s  making up th e firm .
As tr e a te d  in  t h is  s tu d y , the o r g a n iz a tio n  manual i s  d e f in e d  as  
a permanent w r it t e n  record  which s e t s  fo r th  b a s ic  a u th o r ity ,  resp o n ­
s i b i l i t y ,  and a c c o u n ta b il i t y  fa c to r s  r e la t in g  to  the f ir m 's  broad ob­
j e c t i v e s .  The manual, m oreover, should  d e s ig n a te  th e f ir m 's  broad  
o b j e c t iv e s  as w e l l  as th e  fu n c t io n s  and fu n c t io n a l r e la t io n s h ip s  n e c e s -  
sa ry  to  th e  achievem ent o f  th o se  o b j e c t iv e s .  Thus th e o r g a n iz a tio n  
manual i s  v is u a l iz e d  h ere as more than a p r e se n ta t io n  o f  ’’s t r u c tu r a l  
c h a r ts  o f  th e w hole e n te r p r is e  and i t s  p a rts  . . . ” and "summary 
s ta tem en ts  o f  th e a ss ig n e d  d u t ie s  and th e d e le g a te d  a u th o r ity  o f  every
C O
m anager. Indeed , th e  p o in t  i s  r e a d i ly  conceded th a t  th e approach  
taken  h ere d ep a rts  from a c o n v en tio n a l c o n s id e r a t io n  o f  the o r g a n iz a ­
t io n  manual as a book which p r e se n ts  o r g a n iz a tio n  ch a r ts  and b r ie f  
d e s c r ip t io n s  o f  th e p arts  o f  the o r g a n iz a t io n . The o r g a n iz a tio n  
manual proposed h ere i s  an in te g r a te d , d e ta i le d  p r e s e n ta t io n  o f  a 
com plete d e s c r ip t io n  o f  th e  f ir m --r a n g in g  from the h is t o r y  o f  the firm
^^Koontz and o ’D onnel, o £ . c i t . .  p . 570.
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to  a d e s c r ip t io n  o f  th e  c r o s s - r e la t io n s h ip s  e x i s t i n g  a t  low er l e v e l s  o f  
th e  o r g a n iz a t io n .
C ontent and o r g a n iz a t io n  o f  th e  m anual. The f ir m 's  o r g a n iz a t io n  
manual sh ou ld  be regarded  as som eth in g  more th an  a b a s ic  so u rce  o f  i n ­
fo rm a tio n  about fu n c t io n s  and a u th o r ity .  Thus th e  manual proposed h ere  
i s  d es ig n ed  to  a id  th e  manager in  cop in g  w ith  problem s o f  com m unication  
o r ig in a t in g  w ith  th e  c o n f l i c t  th a t  e x i s t s  betw een  in d iv id u a ls  and th e
form al o r g a n iz a t io n .  T hese b a s ic  problem s, a n a ly zed  in  some d e t a i l  in  
59C hapter I I I ,  may be summarized b r i e f l y  as fo l lo w s :
1 . P a r t ic ip a n ts  in  th e firm  a r e  prone to  s t r iv e  
c o n c u r r e n tly  fo r  s e l f - i d e n t i f i c a t i o n  and fo r  
i d e n t i f i c a t i o n  w ith  th e  o r g a n iz a t io n — fo r  
r e c o g n it io n  a s  in d iv id u a ls  and fo r  r e c o g n i­
t io n  as members o f  th e  group.
2 . O r g a n iz a tio n a l b a lan ce  and s t a b i l i t y  cannot 
be a ch ie v ed  a t  the optimum le v e l  b ecau se  
com m unication i s  an in ad eq u ate  t o o l  fo r  s t im ­
u la t in g  s im i l a r i t y  o f  in t e n t  o f  th e  f ir m 's  
p a r t ic ip a n t s  and p r o v id in g  fo r  s a t i s f a c t i o n  
o f  th e  d i c t a t e s  o f  t h e ir  in terd ep en d en ce .
3 .  There i s  a human tendency fo r  p a r t ic ip a n t s  in  
th e  firm  to  su b o r d in a te  th e  f ir m 's  o b j e c t iv e s  
to  t h e ir  p erso n a l o b j e c t iv e s .
4 .  F u n c t io n a l iz a t io n  o f  th e  f irm --th o u g h  n e c e s s a r y - -  
r e s u l t s  in  o r ie n t in g  th e  th in k in g  and commun­
ic a t io n  e f f o r t s  o f  th e  p a r t ic ip a n t s .
5 . F u n c t io n a liz a t io n  o f  th e  firm  r e s u l t s  in  a 
need fo r  cross-co m m u n ica tio n , a need w hich i s  
n o t g e n e r a l ly  r ec o g n ized  in  th e f ir m 's  form al 
o r g a n iz a t io n  s t r u c tu r e .
-^ S e e  e s p e c i a l l y  pages  7 2 -7 6  and 8 9 - 9 1 .
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6 . C ross-com m u n ication  c o n tr ib u te s  t o  th e
e x is t e n c e  o f  an  in form al o r g a n iz a t io n  which  
i s  superim posed over th e  form al o r g a n iz a ­
t i o n  s tr u c tu r e .
Taking in to  accou n t th ese  s i x  b a s ic  p rob lem s, the o r g a n iz a t io n  
m anual proposed  here i s  d es ig n ed  to  a id  management in  perform ing  fou r  
a c t i v i t i e s  t o  m inim ize m is com m unication:
1 . O r ie n t in g  p a r t ic ip a n t s  in  the firm  to  the 
t o t a l i t y  o f  th e  o r g a n iz a t io n , in c lu d in g  i t s  
h is t o r y  and o v e r a l l  o b j e c t iv e s .
2 . S t im u la t in g  among firm  p a r t ic ip a n t s  an under­
s ta n d in g  o f  th e  r e la t io n s h ip s  o f  s p e c i f i c  
fu n c t io n  o b j e c t iv e s  to  o v e r a l l  o b j e c t iv e s .
3 . A n t ic ip a t in g  and overcom ing problem s a t t r i ­
b u ta b le  to  th e  need fo r  cro ss-com m u n ica tion  
in  th e  firm .
4 . P ro v id in g  a b a s i c ,  a u t h o r i t a t iv e  s ta tem en t  
o f  a u th o r ity  and r e s p o n s ib i l i t y  r e l a t i o n ­
s h ip s  to  w hich  th e  f ir m 's  p a r t ic ip a n t s  must 
be h e ld  a c c o u n ta b le .
As an instrum ent to  a id  management in  p erform ing th e s e  th r e e  
a c t i v i t i e s ,  th e  o r g a n iz a t io n  manual should  be d iv id e d  in t o  two p a r t s .  
P a r t  I  sh ou ld  be d es ig n ed  to  f a m il ia r iz e  th e rea d er  w ith  th e  h is t o r y  
and o b j e c t iv e s  o f  th e fir m  in  order th a t he m igh t know a s p r e c is e ly  
a s  p o s s ib le  how h is  i n t e r e s t s  may be id e n t i f i e d  w ith  th o s e  o f  the 
f ir m . P art I I  should be a c le a r  s ta tem en t o f  how the firm  i s  fo rm a lly  
o rg a n iz ed  a lo n g  fu n c t io n a l l in e s  and should  p ro v id e  due r e c o g n it io n
o f  th e need f o r  c r o s s - f u n c t io n a l iz a t io n .
P art I - - h i s t o r y  o f  th e  firm  and a s ta te m e n t o f  i t s  o b j e c t iv e s - -  
i s  co n sid ered  an e s s e n t i a l  part o f  th e  m anual. T his p a rt o f  the manual 
sh o u ld  prove e s p e c ia l ly  v a lu a b le  a s  a to o l f o r  in d u c tin g  new
p a r t ic ip a n ts  in t o  th e firm  as w e l l  as for c o r r e c t ly  o r ie n t in g  o ld  
p a r t ic ip a n t s .  An ob servab le  phenomenon o f o r g a n iz a t io n a l behavior i s  
a tendency fo r  in form al groups to  emerge b eca u se  o f common knowledge 
about th e  firm  e x i s t in g  among p a r t ic ip a n ts  i n  th e  grou p s. Thus in  
a g iv e n  firm  th e r e  emerges groups o f  in d iv id u a ls  who a r e  v e s te d  w ith  
c e r t a in  knowledge o f  the fir m ’s  h is to r y  and o b je c t iv e s  w hich  has b een  
gained  from lo n g  ex p er ien ce  w ith  th e  company. S im ila r ly , there em erges 
groups o f new em ployees who have inadequate knowledge a b ou t the h is t o r y  
o f  th e  firm  and i t s  o b j e c t iv e s .  For exam ple, the firm  p a r t ic ip a n t  who 
p rop oses a co u rse  o f  a c t io n  and i s  to ld  th a t such a c t io n  i s  not sound  
b eca u se  i t  "has been  tr ie d  u n s u c e s s fu l ly  b e fo r e "  might b e  r e lu c ta n t  to  
p rop ose an a l t e r n a t iv e  course in  fe a r  o f  a s im ila r  r e b u f f .  As a co n -  
seq u en ce  he m ight withdraw to  an  inform al group o f  s im i la r ly  s i t u a t e d  
I n d iv id u a ls .  Communication, a c c o r d in g ly , i s  s t u l t i f i e d .
A b a s ic  com m unication problem  c ite d  e a r l i e r  in  t h i s  study  ( s e e  
page 35) grows ou t o f  th e  i n a b i l i t y  o f the communicator to  see  th e  
w hole o f  a s t im u lu s  a t  a s in g le  in s ta n t  o f  t im e . P r o v is io n  o f company 
h is t o r y  and a s ta tem en t o f  th e  t o t a l i t y  o f  th e  company’ s o b je c t iv e s  in  
th e  o r g a n iz a t io n  manual should  b r in g  the a d van tage—a t  l e a s t  in  c e r ta in  
in s t a n c e s ““o f  m in im izin g  the e f f e c t s  o f t h i s  in t r o s p e c t iv e  problem o f  
com m unication . In  a p r o b le m -so lv in g  s i t u a t io n ,  for exam ple, a p a r t  o f  
th e  w hole o f  th e  stim u lu s m ight be fa c ts  a b o u t h i s t o r i c a l  ev en ts  o f  
th e  firm . To th e  e x te n t  th a t th e  d e c is io n  maker has a v a i la b le  a c c u r ­
a t e l y  recorded  h i s t o r i c a l  f a c t s ,  he can r e a so n  c o r r e c t ly  from word 
sym bols r e p r e se n t in g  th e  t o t a l  s t im u lu s . The p rob lem -so lv in g  coramun-
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i c a t o r  o b v io u s ly  should  n o t c o n c e iv e  o f  th e  firm  o f  1961 (F im i^ g ^ ) a s  
th e firm  o f 1951 (F irro^g^) b ecau se o f  th e  im pact o f  change brought 
w ith  p a ss in g  t im e . W ithout an adequate and c o r r e c t  s t o r e  o f  f a c t s  
about Fi-rmi 9 5 i> how ever, th e  p a r t ic ip a n t  in  m ight be in c l in e d
to  r e a c t  in  th e  in t r o s p e c t iv e  phase to  Firm^gg^ as though i t  were 
id e n t i c a l  to  F irm ig j^ ; thus he would be r e a c t in g  to  o n ly  a p a r t o f  th e  
t o t a l  s t im u lu s .
The f a c t  i s  not d en ied  h ere th a t  s to r e s  o f  h i s t o r i c a l  data  are  
a v a i la b le  in  company f i l e s .  These d a ta  a re  u n dou b ted ly  u sed  in  g iv e n  
com panies as contem porary d e c i s io n s  a r e  m ade--as th ey  w e l l  shou ld  b e .  
Company f i l e s ,  how ever, a r e  s u b je c t  to  d e t a i le d  c l a s s i f i c a t i o n ,  the  
r e s u l t  b ein g  th a t  e x te n s iv e  in t e g r a t io n  o f  the f i l e s  must be made to  
s e c u r e  broad p e r s p e c t iv e .  Even th e company annual r e p o r t  to  sh a re ­
h o ld e r s ,  w hich in te g r a te s  p ro d u ctio n , m ark etin g , and f in a n c ia l  data  
on an annual b a s i s ,  i s  much to o  narrow ly c l a s s i f i e d  to  p ro v id e  broad  
h i s t o r i c a l  p e r s p e c t iv e .  The h i s t o r i c a l  record  proposed  h ere  to  be p r e ­
se r v e d  and p e r io d ic a l ly  up dated  in  th e  company o r g a n iz a t io n  manual, 
th e r e fo r e ,  i s  co n sid ered  to  be a broad a d ju n ct to  th e  d e t a i le d  h i s ­
t o r i c a l  data o f  a g iv en  company’ s f i l e s .  This reco rd  sh o u ld , a cco rd ­
i n g ly ,  be w r i t t e n  in  a broad p e r s p e c t iv e  which t r a c e s  such th in g s  as:
1 . The o r ig in  o f  th e  company, in c lu d in g  a d i s ­
c u s s io n  o f  company fo u n d e rs . The d e s ir e d  
e f f e c t  here i s  t o  " p e r so n a liz e "  th e  organ ­
i z a t i o n  in  ord er  th a t  cu r r e n t p a r t ic ip a n ts  
in  th e  firm  m ight id e n t i f y  th em selv es  w ith  
p e o p le  ra th er  th a n  w ith  an im p erson a l, 
a b s tr a c t  o r g a n iz a t io n .
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2 . The developm ent (o r ,  as th e  ca se  may b e, the  
r e g r e s s io n )  o f  th e  company through t im e . T h is  
d is c u s s io n  m ight be t ie d  to  such in d ic a to r s  o f  
change as s a l e s ,  incom e, or p a y r o ll  f ig u r e s  as  
th ey  a r e  a s s o c ia t e d  w ith  ca len d a r  y e a r s .
3 .  The r e a c t io n  o f th e  company through tim e to  
e x te r n a l  h i s t o r i c a l  e v e n t s .  The com pany's r e ­
a c t io n  to  wars and o th er  n a t io n a l em ergen cies  
such a s  d e p r e s s io n s  sh ou ld  se r v e  to  fu r th e r  
p e r s o n a liz e  th e  company, th u s b u ild  i t s  image 
in  th e  r e a d e r 's  m ind.
4 .  The r e a c t io n  o f  th e  company through tim e to  
in t e r n a l  h i s t o r i c a l  e v e n t s .  I n te r n a l h i s t o r i c a l  
e v e n ts  m ight be su ch  th in g s  as new p r o d u c ts , new 
p ro d u ctio n  te c h n iq u e s , or any in n o v a tio n  w hich  
had in f lu e n c e  on th e  company.
5 . The changing o b j e c t iv e s  and p h ilo s o p h ie s  o f  th e  
company. The purpose h ere  sh ou ld  be to  em phasize  
th a t  Companyi9 6 i  i s  n o t Companyi942, Company^g3 7 , 
nor Companyi9 3 i .6 0
B road ly  sp ea k in g , th e  o b j e c t iv e  o f  th e  h i s t o r i c a l  s e c t io n  o f  
P art I  o f  th e  o r g a n iz a t io n  manual sh ou ld  be to  c r e a te  on th e  p a rt o f  
p a r t ic ip a n t s  an image o f  th e  firm  and i t s  p h ilo so p h y . The c r e a t io n  o f  
t h i s  image sh ou ld  r e s u l t  in  rea d er  c o n c e p tio n  o f  the com pany's o v e r a l l  
p la n  fo r  e x i s t e n c e ,  making i t  p o s s ib le  fo r  th e  f ir m 's  p a r t ic ip a n t s  to  
more r e a d i ly  a c c e p t  (or  r e j e c t )  th e  form al o r g a n iz a t io n .
B ecause th e r e  i s  a v i t a l  need fo r  th e  p a r t ic ip a n t  in  a firm  to  
i d e n t i f y  h is  o b j e c t iv e  w ith  th o se  o f  th e  o r g a n iz a t io n , P art I  o f  th e
^ I t  sh ou ld  be r e c a l le d  here th a t  a fa c to r  which s i g n i f i c a n t l y  
c o n d it io n s  the in fe r e n c e  p hase o f  com m unication i s  the com m unicatee's  
d e d ic a t io n  to  c o n sta n c y . Thus th e firm  p a r t ic ip a n t  who i s  tak en  w ith  
th e  id e a  th a t th e  1 9 3 0 's  r e p r e se n te d  th e  "good o ld  days" m ight be 
prone to  o r ie n t  h i s  th in k in g  in  1961 to  1937 v a r ia b le s .  See d is c u s ­
s io n  on pages 6 2 -6 3 .
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o r g a n iz a t io n  manual sh ou ld  in c lu d e  a c o n c is e ,  u n d e rsta n d a b le , and 
cu rren t s ta tem en t o f  th e  f ir m 's  o b j e c t iv e s .  P a r t ic ip a n t  r e c o g n it io n  o f  
firm  o b j e c t iv e s  sh ou ld  s t im u la te  him to  a s s o c ia t e  and compare h is  p er ­
so n a l o b j e c t iv e s  w ith  th o se  o f  th e  f i r m . ^
P art I I  o f  th e  o r g a n iz a t io n  manual sh ou ld  be d es ig n ed  to  min­
im ize com m unication problem s a t t r ib u t a b le  to  f u n c t io n a l iz a t io n  o f  the  
firm . Thus P a rt I I  shou ld  tak e  n o te  o f  th e  b a s ic  fu n c t io n s  and t h e ir  
s p e c i f i c  o b j e c t iv e s  w h ile  show ing c l e a r ly  th e  in t e r r e la t io n s h ip s  o f  th e  
fu n c t io n s .  In  th e  in tr o d u c t io n  to  P art I I ,  th e r e fo r e ,  a company organ­
iz a t io n  ch a rt sh ou ld  be p resen ted  w hich tr a c e s  v e r t i c a l  a u th o r ity -  
r e s p o n s i b i l i t y  r e la t io n s h ip s  by means o f  inked b lo ck s and l i n e s .
A l o g i c a l  o r g a n iz a t io n  fo r  th e  b a la n ce  o f  P art I I  o f  th e  manual 
would in v o lv e  s e c t io n s  e s t a b l is h e d  to  conform  to  th e  fu n c t io n s  r e v e a le d  
in  th e  o r g a n iz a t io n  c h a r t .  In  a m anufacturing  o r g a n iz a t io n , th e s e  four  
s e c t io n s  m ight be (1 ) P ro d u ctio n , (2 ) M arketing, (3 ) F in a n ce , and 
(4 ) S t a f f  s e r v ic e s  n o t a s s ig n e d  under a b a s ic  fu n c t io n  (P e r so n n e l, fo r  
ex a m p le ). Under each  fu n c t io n a l  h ead in g  p e r t in e n t  p a r ts  o f  th e  f ir m 's  
o r g a n iz a t io n  ch a rt sh ou ld  be e x tr a c te d  and d is p la y e d . These e x tr a c t s  
from th e  ch a rt sh ou ld  be expanded as n e c e s s a r y  to  b r in g  to  l i g h t  a l l
6-1-See d is c u s s io n  on pages 72-73  r e l a t in g  to  th e  f ir m 's  g o a l o f  
p e r p e tu a t io n  and th e  need fo r  o r g a n iz a t io n a l components to  conform  to  
i t s  o v e r a l l  p la n  i f  t h i s  g o a l i s  to  be a c h ie v e d .
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o f  th e su b fu n ctio n s  w ith in  each major fu n c t io n a l group.&2 As fa r  as
p o s s ib le ,  th e  need fo r  c r o s s “com m unication among th e fu n c t io n s  should be
a n t i c i p a t e d .  Where such  needs  can  be a n t i c i p a t e d ,  t h e  s u b f u n c t io n s
sh ou ld  be connected  (perhaps by means o f  d o tte d  or c o lo red  l i n e s )  on th e
ch a rt to  in d ic a te  in fo rm a tio n  f l o w . 63
A lso  in  th e  s e c t io n s  o f  P art I I  r e l a t in g  to  th e  broad fu n c t io n a l
d iv i s io n s  (P ro d u ctio n , M arketing, F in an ce , e t c . )  should  be in c lu d ed  the
form al v e s t in g  o f  a u th o r ity  and r e s p o n s ib i l i t y  in  th e fu n c t io n s  and the
p r o v is io n  o f  n e c e ssa r y  com m unication l in e s  among th e  fu n c t io n s .  The
form al v e s t in g  o f  a u th o r ity  and r e s p o n s ib i l i t y  should  be as c le a r ly
s ta t e d  as p o s s ib l e .  For example:
The C ustod ian  o f  the Keys has r e s p o n s ib i l i t y  and a u th o r ity  for:
1 . The issu a n c e  o f  keys to  th o se  in d iv id u a ls  w ith in  
the company who p resen t a Key R equest (Form AP601) 
b ea r in g  th e s ig n a tu r e  o f  the A s s is t a n t  to  the  
C o n tr o lle r .
62yhe t y p ic a l  o r g a n iz a tio n  ch art d oes not r e v e a l s p e c i f i c  func­
t io n s  a t  th e o p e r a t iv e  l e v e l .  These fu n c t io n s  should  be r e v e a le d  in  
th e expanded v e r s io n s  o f  the ch a rt fo r  each  major fu n c t io n a l group in  
order th a t  each  in d iv id u a l m ight r e a d i ly  s e e  h is  r e la t io n s h ip  to  the 
form al o r g a n iz a t io n . The r a t io n a le  here i s  th e  f in d in g  o f  th e  study  
to  th e  e f f e c t  th a t in d iv id u a l p e r s o n a l i t i e s ,  in  th e p r ev io u s ly -q u o ted  
words o f  A r g y r is , "W ill alw ays be s t r iv in g  fo r  s e l f - a c t u a l i z a t i o n  
w h ile  behaving as a g en ts  o f  th e  o r g a n iz a tio n .* 1 Then, to o , as p o in ted  
ou t by Gardner and Moore, " p o s it io n s  and fu n c t io n s  in  an o r g a n iz a tio n  
a re  s o c i a l l y  in te r p r e te d  and c l a s s i f i e d  by em p loyees, w hich in f lu e n c e s  
th e  in d iv id u a l who o ccu p ie s  th e p o s i t io n ,  as w e ll  as th o se  who must 
in t e r a c t  w ith  him ." See d is c u s s io n  o f  th e se  fa c to r s  on pages 72-73  
and 8 9 -9 0 .
^^For exam ple, th e  need under c e r ta in  c ircu m stan ces fo r  la th e  
o p era to rs  to  co o r d in a te  d ir e c t ly  w ith  punch p ress o p era to rs  on the l i n e  
m ight be a n t ic ip a t e d .  W ith in  th e view  o f  t h i s  s tu d e n t , t h i s  s e l f - c o o r d ­
in a t io n  shou ld  n o t be l e f t  to  ch an ce. R ather, o f f i c i a l  s a n c t io n  should  
be g iv e n  to  th e  need by means o f  th e  ch art and p r o v is io n  sh ou ld  be made 
fo r  n e c e ssa r y  la t e r  com m unication w ith  su p e r v iso r s  to  o ccu r .
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2 . The m aintenance o f  k eys in  a lo ck ed  c a b in e t  w hich  
i s  to  be p rov id ed  and k ep t in  good r e p a ir  by th e  
O perations and M aintenance D epartm ent.
3 .  The p r e p a r a tio n  o f  c e r t a in  p e r io d ic  r e p o r t s ,  namely:
The p r o v is io n  o f n e c e s s a r y  com m unication l i n e s  sh ou ld  be in h e r e n t in  th e  
v e s t in g  o f  a u th o r ity  and r e s p o n s i b i l i t y .  As noted  ab ove , fo r  exam ple, 
th e  C u stod ian  o f  th e  Keys i s  charged w ith  r e s p o n s i b i l i t y  fo r  th e  p rep ar­
a t io n  o f  c e r t a in  p e r io d ic  T e p o r ts . Any a n t ic ip a te d  need  fo r  c r o s s -  
com m unication by th e  in d iv id u a l occu p yin g  a fu n c t io n  sh ou ld  s im i la r ly  be 
in h e r e n t i n  the v e s t in g  o f  a u th o r ity  and r e s p o n s i b i l i t y .  For exam ple: 
The C ustodian  o f  the Keys has r e s p o n s i b i l i t y  and a u th o r ity  fo r :
4 ,  I s s u in g  a d u p l ic a te  key  under c o n d it io n s  d e f in e d  
by h im se lf  t o  c o n s t i t u t e  an em ergency. When a 
d u p lic a te  k ey  i s  is s u e d  under em ergency c o n d it io n s ,  
a rep ort i s  to  be su b m itted  a s  soon  as p o s s ib le
(and in  no e v en t l a t e r  than two hours a f t e r  th e
k ey  i s  is s u e d )  on Form AP619 d i r e c t l y  to  th e  
C o n tr o lle r .
A u th o r ity  fo r  th e  o r g a n iz a tio n  m anual. The c h ie f  e x e c u t iv e  o f  
th e  firm , s ta n d in g  a s  h e does a t  th e  top  o f  th e  o r g a n iz a t io n a l pyram id, 
presum ably has the k e e n e s t  con cep t o f  th e  o r g a n iz a t io n a l e n t i t y .  
T h e r e fo r e , a u th o r ity  f o r  e s t a b l i s h in g ,  m a in ta in in g , and changing th e  
o r g a n iz a t io n  manual sh o u ld  be v e s te d  u lt im a t e ly  in  him . The s e n io r  
e x e c u t iv e  sh ou ld  r e v ie w  c r i t i c a l l y  a l l  changes proposed by p a r t ic ip a n ts
in  the o r g a n iz a t io n ,  g iv in g  p a r t ic u la r  c o n s id e r a t io n  to  th e  im pact o f
proposed changes on fu n c t io n a l  r e l a t io n s h i p s .  T h is need fo r  h ig h  
a u t h o r i t a t iv e  c o n tr o l o f  th e  o r g a n iz a t io n  manual i s  g en era ted  by th e
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f a c t  th a t  th e  manual i s  sy m b o lic  o f  th e  o r g a n iz a t io n  i t s e l f .  Thus th ere  
sh o u ld  be h ig h  p o s i t i v e  c o r r e la t io n  betw een  th e symbol and th a t  which  
th e  symbol r e p r e se n ts
A ccess  to  th e  o r g a n iz a t io n  manual by firm  p a r t ic ip a n t s . I f  the  
o r g a n iz a t io n  manual i s  to  s e r v e  i t s  in ten d ed  p u rp o ses , i t  sh ou ld  be 
f r e e l y  a c c e s s ib l e  to  a l l  p a r t ic ip a n ts  in  th e  firm . C opies sh ou ld  be 
m ain ta in ed  by a l l  e x e c u t iv e  and o th er  su p e r v iso r y  p e r s o n n e l. T hese  
c o p ie s  sh ou ld  be r e a d i ly  a v a i la b le  to  a l l  o p e r a t iv e  em ployees in  th e
f ir m . C opies m ight a l s o  be p laced  a t  o th er  s t r a t e g i c  p la c e s — in  th e
company l ib r a r y ,  fo r  exam ple, and in  em ployee r e c r e a t io n  and w a it in g  
room s.
Format o f  th e  o r g a n iz a t io n  m anual. S in ce  th e  o r g a n iz a t io n  manual 
i s  s u b je c t  to  change, i t s  form at sh ou ld  be d es ig n ed  to  make p h y s ic a l
change e a s y .  The manual sh ou ld  be p resen ted  w ith in  th e  hard (p r e s s*
board or heavy card s to c k )  co v ers  o f  a l o o s e - l e a f  b in d e r . To f a c i l i t a t e  
r e fe r e n c e  to  p a r t s ,  s e c t io n s ,  and paragraphs o f  th e  m anual, a numbering 
seq u en ce sh ou ld  be u se d . The d ecim al o u t l in e  form p ro v id es  such  a 
seq u en ce w hich would make fo r  q u ick  r e fe r e n c e  to  any p art o f  th e  manual:
1 . P art
1 .1  S e c t io n
64 I t  sh ou ld  be noted  h ere  th a t  in form al changes in  th e o r g a n iz a ­
t i o n  s tr u c tu r e  ( r e s u l t in g ,  fo r  exam ple, from c r o s s - f u n c t io n a l iz a t io n )  
sh o u ld  e i t h e r  be in co rp o ra ted  in to  th e  o r g a n iz a t io n  manual or e l im ­
in a te d  as q u ic k ly  as p o s s ib le  a f t e r  such  changes a r e  o b serv ed . T h is  
a c t io n  i s  n e c e s s a r y , o f  c o u r se , to  keep th e  o r g a n iz a t io n  manual, 
sy m b o lic  o f  th e  o r g a n iz a t io n  i t s e l f .
1 .1 1  Paragraph
1 .1 2  Paragraph
1 .2  S e c t io n
2 . Part
2 .1  S e c t io n
2 .1 1  Paragraph
2 .1 2  Paragraph
2 .2  S e c t io n
S in ce  th e  o r g a n iz a tio n  manual s e t s  fo r th  th e  b a s ic  o b j e c t iv e  o f  
th e  firm  and then  s t r a t i f i e s  the o b je c t iv e s  a cco rd in g  to  fu n c t io n s ,  i t  
i s  a v a lu a b le  to o l  o f  c o n tr o l .  The manual, in  p a r t , b r id g es betw een  
th e  m anager's b a s ic  fu n c tio n s  o f  o r g a n iz in g  and c o n tr o l ,  th e n ex t  
fu n c t io n  to  be co n s id e r e d .
I I I .  MANAGERIAL CONTROLLING AND COMMUNICATION
A lthough c o n tr o l can be e x tr a c te d  from th e  t o t a l  management pro­
c e s s  fo r  purposes o f  a n a ly s i s ,  the p o in t  should  be borne in  mind th a t  
th e  r o o ts  o f  t h is  fu n c t io n  are fir m ly  embedded in  the o th er  management 
fu n c t io n s .  In  f a c t ,  much o f  th e com m unicating th e  manager c a r r ie s  on 
in  th e  p lan n in g  and o rg a n iz in g  fu n c t io n s  i s  d es ig n ed  to  c r e a te  an 
environm ent fo r  la t e r  c o n tr o l o f  o r g a n iz a tio n a l perform ance. Thus a t  
th e  p o in t o f  management a c t i v i t y  in  w hich the c o n tr o l fu n c t io n  as such  
must be e x e r c is e d , com m unication has a lrea d y  p layed  a dominant r o l e .  
Communication in  th e c o n tr o l fu n c t io n  i t s e l f ,  th e r e fo r e , in v o lv e s  a 
r e l a t i v e l y  o rd er ly  in fo rm a tio n  flow  p rocess i f  t h i s  proper environm ent 
has in  fa c t  been p r e v io u s ly  e s t a b l is h e d .  A c o n s id e r a t io n  o f  some o f
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th e  r e la t io n s h ip s  betw een m anagerial c o n t r o l l in g  and m anageria l p lan n in g  
and o rg a n iz in g  r e v e a ls  how t h is  com m unication environm ent i s  e s t a b l is h e d .  
P ro v id in g  fo r  Communication in  Control
Control has been d e f in e d  as " the a n a ly s is  o f  p r e se n t  perform ance, 
in  th e  l ig h t  o f  f ix e d  g o a ls  and s ta n d a rd s , in  order to  d eterm ine th e  
e x te n t  to  which accom plishm ent measures up to  e x e c u t iv e  orders and e x -  
p e c ta t io n s  Inherent in  th is  d e f in i t i o n  i s  a b a s ic  assum ption  o f
th e  p r io r  e s ta b lish m e n t o f  g o a ls  and a u t h o r i t y r e s p o n s i b i l i t y  r e l a t io n ­
s h ip s .  The p r io r  e x is t e n c e  o f  th ese  v a r ia b le s  o f  c o n tr o l i s  determ ined  
by management's perform ance o f  the p la n n in g  and o r g a n iz in g  fu n c t io n s .
As p r e v io u s ly  noted  in  th is  s t u d y ,66 one o f  com m unication 's most 
b a s ic  r o le s  d e a ls  w ith  th e  s e t t in g  o f  th e  fir m 's  o b j e c t iv e s .  These  
o b j e c t iv e s  are  s e t  by means o f  com m unication during management s p er ­
form ance o f  th e  p lann ing fu n c t io n . U lt im a te ly  th e se  o b je c t iv e s  p rov id e  
a b a s is  for  th e  s p e c i f i c a t io n  o f  g o a ls  and standards a g a in s t  which o r ­
g a n iz a t io n a l perform ance can  be checked . As noted by W illiam  H. Newman:
The g en era l o b je c t iv e s  o f  th e  company are broken  
down in t o  o b je c t iv e s  fo r  in d iv id u a l departm ents and 
s e c t io n s .  From th e s e  we d evelop  g o a ls  fo r  q u a l i t y ,  
c o s t ,  and ou tp u t, and supporting  th e s e  f ig u r e s  should  
be p ro d u ctio n -tim e stan d ard s, s a l e s  q u otas, ca sh -
■^’M arshall E. Dimock, The E x ecu tiv e  in  A ctio n  (New York: Harper
& B r o s . ,  1 9 4 5 ), p . 217.
^ S e e  th e  sta tem en t o f  c o n c lu s io n  on page 76 to  the e f f e c t  th a t  
th e  most b a s ic  r o le  o f  com m unication in  th e  firm  i s  one o f  s e t t in g  
o b j e c t iv e s  and s t im u la t in g  conform ity  to  the o b j e c t iv e s .
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disbursem ent p la n s , s c h e d u le s , b u d g e ts , and even  more
s p e c i f i c  standards fo r  d e ta i le d  o p e r a t io n s .^7
In  a d d it io n  to  the need fo r  e s ta b l is h e d  g o a ls  throughout th e  firm , 
th e r e  i s  a need fo r  s p e c i f i c a t io n  o f  a u t h o r i t y - r e s p o n s ib i l i t y  r e l a t io n ­
sh ip s  among the f ir m 's  fu n c t io n s  i f  c o n tr o l i s  u l t im a te ly  to  be c a r r ie d  
on in  any sem blance o f o rd er . The e s ta b lish m e n t o f  th e se  o r d e r ly  r e l a ­
t io n s h ip s  i s  a fu n c tio n  o f m anageria l o r g a n iz in g . The o r g a n iz a tio n  
manual i s  th e  communication medium w hich should  s p e c i f y  such r e l a t io n ­
s h ip s .  M oreover, the o r g a n iz a tio n  manual should  d e l in e a te  th e  o b je c t iv e s  
o f  broad and s p e c i f i c  fu n ction s* ’® in  th e  firm . In th e  f in a l  a n a ly s is ,  
th e r e fo r e , the o r g a n iz a tio n  manual sh ou ld  s p e c if y  th e  r e s u l t s  o f  man­
a g e r ia l  p lan n in g  and o r g a n iz in g . At th e  same tim e th e  o r g a n iz a tio n  
manual can serv e  as a to o l o f  m anageria l c o n tr o l in  th a t a c tu a l p e r fo r ­
mance o f  the o r g a n iz a tio n  can be checked fo r  con form ity  to  the m anual.
The e f f e c t i v e  and proper e s ta b lish m en t o f  o b je c t iv e s  (by means 
o f  p lan n in g) and th e  proper c r e a t io n  o f  fu n c t io n a l r e la t io n s h ip s  (by 
means o f  o r g a n iz in g ) for o b je c t iv e s  to  be accom plished  r e s u l t s  in  the  
e s ta b lish m e n t o f  a com m unication environm ent in  w hich c o n tr o l can  be 
c a r r ie d  on . To th e e x te n t th a t  th is  environm ent i s  c a r e fu l ly  a n t i c i ­
pated  and e s ta b l is h e d ,  communication in  c o n tr o l i s  a sm oothly o p e r a tin g  
p r o c e s s .
^ W illia m  H. Newman, A d m ln is tr a tiv e  A ctio n  (New York: P r e n t ic e -
H a l l ,  I n c . ,  1 9 5 1 ), pp. 4 0 8 -4 0 9 .
ft RSee  d i s c u s s i o n  o f  o r g a n i z a t i o n  manual on pages  1 5 6 -1 6 5 .
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In fo rm a tio n  Flow In  C ontrol
T h is  s tu d e n t subm its th a t in fo rm a tio n  f lo w  in  c o n tr o l  shou ld  a s  
much a s  p o s s ib le  u t i l i z e  form al l i n e s  o f  a u th o r ity  and r e s p o n s i b i l i t y .  
T h is s ta n d  i s  based  on a c o n s id e r a t io n  o f  th e  need fo r  a b s o lu te  m anager­
i a l  c o n tr o l over perform ance which i s  d ir e c te d  toward accom plishm ent o f  
o r g a n iz a t io n a l  o b j e c t iv e s .  In form al cross-com m u n ication  w h ich , fo r  
exam ple, had as i t s  purpose the ch an g in g  o f  p r e v io u s ly  e s ta b l is h e d  s t a n ­
dards would cau se a breakdown in  m anagem ent's o rg a n ic  fu n c t io n  o f  co n ­
t r o l .  I t  i s  su b m itted  h e r e , t h e r e f o r e ,  th a t com m unication in  c o n tr o l  
sh ou ld  u t i l i z e  fo rm a l, v e r t i c a l  ch a n n els  e x ce p t in  th o se  in s ta n c e s  in  
w hich th e r e  i s  a h o r iz o n ta l  flow  o f  in fo rm a tio n  r e s u l t in g  from the e x i s ­
te n c e  o f  form al fu n c t io n a l  a u t h o r i t y .69
A c tu a lly  th e  manner in  w hich  form al c o n tr o l  in fo rm a tio n  flo w s in  
th e  firm  i s  in f lu e n c e d  to  a g rea t e x te n t  by th e  le a d e r sh ip  p h ilo so p h y  
p r e v a i l in g  in  th e  f ir m . I f  e x i s t i n g  le a d e r sh ip  p h ilo so p h y  r e l i e s  
h e a v i ly  on the e x c e p t io n  p r i n c i p l e , ^  in fo rm a tio n  flow  r e l a t in g  to
c o n tr o l  i s  l i k e l y  to  be l i g h t .  Under such le a d e r sh ip  th e r e  i s  l i k e l y  
to  be g r e a t  d e c e n t r a l iz a t io n  o f  a u th o r ity  and r e s p o n s i b i l i t y  fo r  th e
k^As in  th e  c a s e ,  fo r  exam ple, in  w hich an in s p e c to r  p o s s e s s in g  
fu n c t io n a l  a u th o r ity  r u le s  th a t a s p e c i f i c  b a tch  o f  com pleted  product 
d oes n o t conform  to  q u a l i t a t iv e  s ta n d a r d s .
^ T h e  e x c e p t io n  p r in c ip le  i s  s ta te d  th u s ly  by R. C. D avis:
"Only s i g n i f i c a n t  d e v ia t io n s  o f  a c t u a l  form planned perform ance sh ou ld  
be brought to  th e  a t t e n t io n  o f  th e  r e s p o n s ib le  e x e c u t iv e ,  in  order th a t  
h is  tim e and a b i l i t i e s  may be con served ."  The Fundam entals o f  Ton 
Management, p . 729 . '
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3 . The rep o rt o f  d e v ia t io n s  from s ta n d a r d s . In form ation  r e la ­
t in g  to  d e v ia t io n s  from stan d ard s co n ce iv a b ly  cou ld  flo w  two w ays. Under 
a u to c r a t ic  le a d e r sh ip , n o te  o f  d e v ia t io n s  might be taken  by th e  lea d er  
h im s e lf ,  in  which ca se  th e  rep o r t o f  d e v ia t io n  m ight flow  downward; t h i s  
r e p o r t  m ight be accompanied by a rep o rt s p e c ify in g  c o r r e c t iv e  a c t io n  
(Number 4 , b e lo w ). In a firm  su b sc r ib in g  to  the e x c e p t io n  p r in c ip le ,  on 
th e  o th er  hand, th e  rep o rt o f  d e v ia t io n  from stan d ard s m ight be communi­
ca ted  upward in  th e firm , r e f l e c t in g  th e  r e s p o n s ib i l i t y  o f  th e o r ig in ­
a to r  to  c i t e  d ep artu re o f  perform ance from sta n d a rd s.
i t
4 .  The re p o r t o f c o r r e c t iv e  a c t io n  r e la t in g  to  d e v ia t io n s . L ike  
th e  rep o rt o f  d e v ia t io n s ,  th e  rep o rt o f  c o r r e c t iv e  a c t io n  m ight be 
tra n sm itted  upward in  the o r g a n iz a tio n  or downward, depending on the  
le a d e r sh ip  p h ilo sop h y  p r e v a i l in g  in  th e  firm . In  th e  a u to c r a t ic  firm , 
fo r  exam ple, t h i s  rep o rt m ight s p e c ify  th e  c o r r e c t iv e  a c t io n  n e c e ssa r y  
and m ight s p e c if y  th e method by which th e  a c t io n  i s  to  be ta k en . In  
th e  firm  w hich r e l i e s  on th e  e x c e p tio n  p r in c ip le ,  th e  rep o rt o f  c o r r e c ­
t i v e  a c t io n  m ight be tra n sm itted  upward to  in d ic a te  th a t c o r r e c t iv e  
a c t io n  o f  a c e r ta in  type has been ta k en . In t h is  l a t t e r  in s ta n c e  the  
r e p o r t  o f  c o r r e c t iv e  a c t io n  m ight a c t u a l ly  accompany the rep o r t o f  
d e v ia t io n  from standards (Number 3 , a b o v e ), r e v e a lin g  a case  in  which  
c o n tr o l a u th o r ity  was h e a v ily  d e c e n tr a liz e d  to  th e  p o in t  o f  fu n c tio n  
p erform an ce.
These c h a r a c t e r i s t ic s  o f  in form ation  flow  as i t  r e la t e s  to  con­
t r o l  co n s id e r e d , a t t e n t io n  can now be turned to  a p rop osa l o f  commun­
ic a t io n  standards to  guide management in  th e perform ance o f  t h is
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c o n tr o l fu n c t io n .  Under h ig h ly  a u to c r a t ic  le a d e r s h ip , on th e o th er  hand, 
th e r e  i s  th e  p r o b a b il i t y  o f  a heavy flow  o f  c o n tr o l in fo r m a tio n . A firm  
c h a r a c te r iz e d  by a p h ilo so p h y  o f  a u to c r a t ic  le a d e r sh ip  i s  l i k e l y  to  be 
one in  w hich  top a d m in is tr a to r s  r e s e r v e  perform ance o f  th e  c o n tr o l fu n c­
t io n  to  th em se lv es  a lm o st e x c l u s i v e ly .  Thus where a u to c r a t ic  le a d e r sh ip  
e x i s t s  th e r e  i s  l i k e l y  to  be a d e t a i le d  s p e c i f i c a t i o n  o f  c o n d it io n s  
under w hich r e p o r ts  r e l a t in g  a c tu a l  perform ance to  stan d ard s must be made. 
Under le a d e r sh ip  a d h er in g  s tr o n g ly  to  the e x c e p t io n  p r in c ip le ,  in  con­
t r a s t ,  such  r e p o r ts  would be made o n ly  in  th e  ev en t o f  d e v ia t io n s  from 
s ta n d a r d s .
B a s ic a l ly ,  in fo rm a tio n  r e l a t in g  to  c o n tr o l flo w s under fou r c i r ­
cum stances:
1 . The e s ta b lish m e n t  o f  stand ard s a t  v a r io u s  p la c e s  in  th e  
o r g a n iz a t io n . In t h i s  in s ta n c e  in fo rm a tio n  flo w s downward in  th e  organ­
iz a t i o n  in  th e  form o f  such s p e c i f i c a t io n s  as b u d g e ts , s a le s  q u o ta s , and 
q u a l i t a t iv e  and q u a n t i t a t iv e  p ro d u ctio n  s ta n d a r d s .
2 . The com parison  o f  perform ance w ith  s ta n d a r d s . In  a firm  
c h a r a c te r iz e d  by a u to c r a t ic  le a d e r sh ip  (w ith  r e s p e c t  to  c o n tr o l)  th e  
com parison  o f  perform ance w ith  stan d ard s g e n e r a l ly  r e q u ir e s  th a t  g rea t  
q u a n t i t ie s  o f  in fo rm a tio n  flo w  upward in  th e  form o f  such media as  
p e r io d ic  r e p o r ts  o f  ex p en d itu re  from budgeted fu n d s . In  an o r g a n iz a tio n  
w hich r e l i e s  h e a v ily  on the e x c e p t io n  p r in c ip le ,  in  c o n tr a s t ,  th ere  
m ight be a l i g h t  f lo w  o f  in fo rm a tio n  h ere--m o n th ly  r e p o r ts  o f  ex p en d i­
tu r e s ,  fo r  exam ple, in s te a d  o f  d a i ly  r e p o r t s .
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b a s ic  fu n c t io n .
Communication Standards fo r  C o n tr o l.
S in c e  th e c o n tr o l fu n c t io n  in v o lv e s  somewhat s tr a ig h tfo r w a r d  
r e p o r t in g  in  th e o r g a n iz a t io n  v ia  th e  w r it t e n  word, th e  standards fo r  
w r it t e n  com m unication c i t e d  e a r l i e r  in  t h i s  C hapter ( s e e  pages 118-126)  
sh ou ld  be ad o p ted . C lea r  w r it in g  i s  e s p e c ia l ly  e s s e n t i a l  to  th e  c o n tr o l  
fu n c t io n  in  in s ta n c e s  o f  downward com m unication w ith  o p e r a t iv e  em p lo y ees. 
The e x e c u t io n  o f  perform ance to  conform  to  stan d ard s o b v io u s ly  i s  depen­
d en t on th e  u n d e r s ta n d a b il ity  o f  th e  sta n d a rd s to  o p e r a t iv e  w o rk ers .
T h is u n d ersta n d in g  can  be f a c i l i t a t e d  g r e a t ly  by w r it in g  w hich i s  ch arac­
t e r iz e d  by e f f e c t i v e  o r g a n iz a t io n , c o n c r e te  word u sa g e , r e l a t i v e l y  sh o r t  
s e n te n c e s ,  and a s t y l e  d esig n ed  to  h o ld  the r e a d e r 's  a t t e n t io n .  E spe­
c i a l l y  a re  th e s e  a t t r ib u t e s  o f  c l e a r  w r it in g  e s s e n t i a l  to  w r it t e n  
m essages w hich e s t a b l i s h  q u a l i t a t iv e  stan d ard s a t  low er l e v e l s  o f  the  
o r g a n iz a t io n  s t r u c t u r e .
A sid e  from th e  need fo r  th e s e  stan d ard s o f  c le a r  w r it in g ,  th e  
c o n tr o l fu n c t io n  f o s t e r s  o th er  needs fo r  com m unication stan d ard s in  th e  
v a r io u s  a r e a s  o f  in fo rm a tio n  f lo w  fo r  c o n t r o l .
E s ta b lis h in g  perform ance r e q u ir e m e n ts . The p r o c e ss  o f  e s t a b l i s h ­
in g  perform ance req u irem en ts in v o lv e s  a downward flow  o f  in fo r m a tio n .
I f  th e  o r g a n iz a t io n  i s  to  proceed toward ach ievem en t o f  i t s  g o a ls  in  an  
o r d e r ly , co o rd in a ted  fa s h io n , th e r e  must be some c o r r e la t io n  betw een  
a c tu a l  perform ance and stan d ard s o f  perform ance s p e c i f i e d .  A breakdown 
o f  perform ance a t  one p art o f  th e  o r g a n iz a t io n  r e s u l t s  in  breakdowns a t  
o th e r  p a r ts  b ecau se o f  fu n c t io n a l r e la t io n s h ip s  and m utual d e p e n d e n c ie s .
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Of paramount im portance, then, i s  th e  need fo r  c le a r  sta tem en ts  o f  the  
l e v e l  o f  perform ance th a t  each component in  th e  firm  sh o u ld  a c h ie v e  in  
order to  g iv e  proper su p p ort to  o th e r  com ponents.
Communication w hich  has as i t s  purpose the e s ta b lish m en t o f  p er­
formance requ irem ents o b v io u s ly  sh o u ld  be c le a r  and p r e c is e  in  i t s  p re­
s e n ta t io n .  Such c le a r n e s s  and p r e c is e n e s s  i s  r e l a t i v e l y  easy  to  a c h ie v e  
in  a case  in  which q u a n t ita t iv e  stan d ard s a re  being  communicated. There 
i s  l i t t l e  a b s tr a c t io n , fo r  exam ple, in  a form rep ort which e s t a b l is h e s  
a s p e c i f i c  num erical o u tp u t o f a s p e c i f i c  component p a rt fo r  a s p e c i f i c  
machine in  each hour o f  machine o p e r a t io n . Where i t  i s  p o s s ib le  fo r  
standards to  be so q u a n t if ie d ,  th e r e  i s  l i t t l e  l ik e l ih o o d  o f  communica­
t io n  breakdown a t t r ib u ta b le  to  th e  a b s tr a c t io n  le v e l  o f  th e  sym bols 
used
In  cases in  which stan d ard s are n o t su b je c t to  q u a n t i f ic a ­
t io n ,  com m unication problem s are more numerous and more s e v e r e . For  
one th in g , symbols u sed  in  d e s ig n a t in g  stan d ard s tend toward h ig h er  
a b s tr a c t io n  l e v e l s .  A c e r ta in  can n in g  company, for  exam ple, might 
s t ip u la t e  fo r  the gu id an ce o f  v e g e ta b le  in s p e c to r s  th a t  ’’Lima beans 
s e le c t e d  fo r  Grade A cann ing must be sm a ll, green , young, and t e n d e r .” 
V egetab le  in sp e c to r s  a ttem p tin g  to  conform to  such stand ard s would be 
l e f t  to  t h e ir  own d e v ic e s  in  draw ing in fe r e n c e s  from th e  q u a l i t a t iv e
^ T h e  p o s s i b i l i t y  o f  com m unication breakdown i s  n o t t o t a l l y  
e lim in a te d , o f  co u rse , because in fe r e n c e s  drawn from th e  rep ort a r e  sub­
j e c t  to  v a r io u s  o th er fa c to r s  c o n d it io n in g  th e  in fe r e n c e  phase o f  com­
m u n ica tio n . See d is c u s s io n  on pages 55-64 .
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sym bols p r e se n te d . However, i f  th e  s p e c i f i c a t io n  o f  th e s e  standards  
w ere accompanied by means and t o o ls  fo r  m easuring lima beans as to  s i z e ,  
c o lo r ,  ag e , and te x tu r e ,  in fe r e n c e  erro r  cou ld  be m in im ized . In th e  
c a s e  of bean c o lo r , fo r  exam ple, a ch art m ight be fu rn ish ed  to  d e s ig n a te  
th e  s p e c i f i c  shade o f  standard green  so u g h t. Other t o o ls  would in c lu d e  
s t a t i s t i c a l  sam pling tech n iq u es and s p e c i f i c  t e s t s  to  w hich bean s i z e ,  
a g e , and te x tu r e  cou ld  be a p p lie d .
The p e r t in e n t  com m unication standard to  be drawn from th is  a n a ly s is  
can  be framed in  t h is  manner: Management should  r e c o g n iz e  th a t the
e s t a b l i s h in g  o f  stand ard s o f perform ance v ia  a w r it t e n  medium fr e q u e n t ly  
e n t a i l s  a b s tr a c t io n  th a t  can r e s u l t  in  in fe r e n c e  error  on the part o f  the  
com m unicatee. Thus th e r e  i s  a v i t a l  need fo r  sta tem en ts  o f  standards  
to  be checked fo r  l e v e l  o f  a b s tr a c t io n . Where p o s s ib le ,  th e  le v e l  o f  
a b s tr a c t io n  should  be reduced through p r e s e n ta t io n  o f  c o n c r e te  t e s t s  and 
m easurem ents.
Standard s e t t i n g ,  o f  c o u r se , i s  n ot l im ite d  to  s i t u a t io n s  in  
w hich  q u a l i t a t iv e  and q u a n t i ta t iv e  l e v e l s  o f  ach ievem ent can be s p e c ­
i f i e d  a t a low le v e l  o f  a b s tr a c t io n .  Standards o f  e x e c u t iv e  perform ance 
p rov id e  an example o f  such a c a s e .  J u st  as e s s e n t ia l  as a re  standards  
fo r  o p e r a tiv e  perform ance, stand ard s fo r  e x e c u t iv e s  g e n e r a lly  are h ig h ly  
q u a l i t a t iv e - - t h u s  h ig h ly  a b s t r a c t - - in  n a tu re . These stand ard s d ea l 
among o th er  th in g s  w ith  the d e c is io n -m a k in g  p ro cess  and th e  in fo rm a tio n  
w hich  bears on th is  p r o c e s s .  Two media fo r  th e p r o v is io n  o f  such s t a n ­
dards are (1 )  the p o l ic y  manual, and (2) the d e c is io n  m anual.
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1 . The p o lic y  m anual. As con ceived  h e r e , a p o l ic y  i s  a g u id in g  
sta tem en t o f  e x e c u t iv e  a c t io n  to  be taken when c e r ta in  g e n e r a lly  s p e c ­
i f i e d  c ircu m stan ces p r e v a i l  in  the firm . The p o l ic y  i s  a standard in  
th e  se n se  th a t i t  p rov id es fo r  standard  a c t io n  to  be tak en  under s ta n ­
dard c ircu m sta n ce s . L ik e  th e  o r g a n iz a tio n  manual, th e  p o lic y  manual 
sh o u ld  be a c a r e fu l ly  o rg a n ized  and w r it te n  medium o f  com m unication. 
P o l i c i e s  should  be grouped in  the manual, where p o s s ib le ,  on a fu n c­
t io n a l  (d ep artm en ta l) b a s is  in  order th a t r e la t e d  p o l i c i e s  w i l l  appear  
to g e th e r .  W ritten  p o l i c i e s  should  be based on com prehensive c o n s id e r ­
a t io n  o f  th e  f ir m 's  o b j e c t iv e s  in  order th a t  each  p o lic y  w i l l  fu r th e r  
ach ievem ent o f  the o b j e c t iv e s .  P o l i c i e s  sh ou ld  be su b je c t  to  freq u en t  
rev iew  fo r  purposes o f  d eterm in in g  th e ir  c o n s is te n c y , t im e l in e s s ,  and 
a p p r o p r ia te n e s s .
The sta tem en t o f  a p o l ic y  should  be as co n cre te  as p o s s ib le  
w ith o u t im posing u n n e c e s sa r ily  r ig id  s p e c i f i c a t io n s  on th e p o lic y  u s e r .  
A to o -c o n c r e te  s p e c i f i c a t io n  o f  d e t a i l s  in  th e  p o lic y  m ight d e fe a t  i t s  
p u rp ose . In o th er  w ords, th e  low er the l e v e l  o f a b s tr a c t io n  on which  
th e  p o lic y  i s  ex p ressed , th e more r ig id  th e  p o lic y  becomes from th e  
s ta n d p o in t o f  i t s  a p p l ic a t io n .  For exam ple, a s p e c i f i c a t io n  o f  
"under g e n e r a lly  u n s a t is fa c to r y  co n d itio n s"  cou ld  be more e x p r e s s ly  
s ta te d  as "under the e x i s t e n c e  o f  C ond ition^ , C o n d i t io ^ ,  C ond ition3  ,
. . C on d ition n ," in  w hich ca se  a p p lic a t io n  o f  the p o l ic y  would seldom — 
i f - - e v e r - - b e  a p p r o p r ia te . The m ost b a s ic  com m unication need fo r  th e  
p o l ic y ,  th en , i s  an a b s tr a c t io n  l e v e l  which g iv e s  the e x e c u t iv e  some
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la t i t u d e  in  i t s  a p p l ic a t io n .  I t  shou ld  be p o in ted  out th a t  th is  need  
fo r  an e x e c u t iv e  standard in  many in s ta n c e s  i s  in  d ir e c t  c o n tr a s t  to  
th e need fo r  an o p e r a tiv e  s ta n d a rd . In the l a t t e r  in s ta n c e  th ere  m ight 
be l i t t l e  or no f l e x i b i l i t y  g iv en  to  the standard  u se r ; thus the ab­
s t r a c t io n  l e v e l  m ight approach th e bottom o f  the la d d er .
2 . The d e c is io n  m anual. A companion o f  the p o l ic y  manual, the
d e c is io n  manual s e t s  fo r th  standards o f  e x e c u t iv e  perform ance to  th e  
e x te n t  th a t i t  b r in gs c o n s is te n c y  to  major d e c is io n s  made throughout 
th e o r g a n iz a t io n . A d e c is io n  record ed  in  th e manual sh ou ld  in c lu d e  a 
d e s c r ip t io n  o f the v a r ia b le s  in v o lv ed  in  the d e c is io n  ( f o r  exam ple, a 
d e s c r ip t io n  o f  th e  ev en ts  le a d in g  up to  the need for th e  d e c i s i o n ) . The 
manual should  be f r e e ly  a v a i la b le  to  a l l  in d iv id u a ls  making p o lic y  d e c i ­
s io n s  and shou ld  be supplem ented im m ediately  a f t e r  a new d e c is io n  i s
made. S in ce  th e d e c is io n  manual c o n s t i t u t e s  a sta tem en t o f  stand ard s for
th e  e x e c u t iv e  l e v e l ,  t h i s  m a n u a l-- lik e  the p o l ic y  m anual--shou ld  be  
checked fo r  th e  a p p ro p r ia te  a b s tr a c t io n  l e v e l  in  order to  g ive  d e s ir e d  
f l e x i b i l i t y  to  i t s  u s e r .
A c r i t i c a l  need fo r  any in form ation  f lo w  d esign ed  to  e s t a b l i s h  
perform ance requ irem ents i s  th a t th e  communication in v o lv e d  c i t e  i n d i ­
v id u a l r e s p o n s ib i l i t y  fo r  th e req u irem en ts. In  th is  co n n e c tio n , th e  
p o l ic y  and d e c is io n  manuals would n ot c o n s t i t u t e  e x c e p t io n s . As Newman
72These v iew s on th e d e c is io n  manual a re  based on in form ation  
gath ered  by th e w r ite r  d u rin g  an in te r v ie w  w ith  an e x e c u t iv e  o f  New 
York L if e  Insurance Company, New York C ity , d u rin g  th e summer o f 1 9 5 8 .
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s t a t e s :
The c o n tr o l o f  ex p en ses  . . .  or any o th er  a c t i v i t y  
becomes p o ten t on ly  when somebody d oes som ething about 
i t .  For exam ple, knowing th a t te le p h o n e  exp en ses are  
running over th e budget . . . d o esn ’ t  do much good as 
long as th e  item  i s  tr e a te d  as a g e n e r a l o v e r a l l  ex p en se .
As soon as r e s p o n s ib i l i t y  can be a s s ig n e d  to  s p e c i f i c  
in d iv id u a ls ,  however, th e r e  i s  a much b e t t e r  chance th a t
* 7^c o r r e c t iv e  a c t io n  w i l l  be taken .
To th e  ex te n t th a t  th e o r g a n iz a tio n  manual, a c o n tr o l d e v ic e  in  i t s e l f ,  
e s t a b l is h e s  g o a ls  r e la te d  to  fu n c tio n s  throughout th e  o r g a n iz a tio n ,  
in d iv id u a l r e s p o n s ib i l i t y  fo r  perform ance requ irem ents can be s p e c if ie d  
e a s i l y .
E va lu a tin g  and c o r r e c t in g  perform ance a e a in s t  s ta n d a r d s . D isc u s ­
s in g  the e v a lu a t iv e  fu n c tio n  o f  com m unication, Thayer c i t e s  a d i s t i n c t  
r e la t io n s h ip  betw een  p lans and perform ance in  the o rg a n iz a tio n :
Given c e r ta in  g o a ls  or o b j e c t iv e s ,  the a d m in is tr a to r ,  
a f te r  a thorough c o n s id e r a t io n  o f  th e  a l t e r n a t iv e s ,  d e ­
c id e s  upon p lan s th a t w i l l  a c h ie v e  fo r  h is  o r g a n iz a tio n  
the d e s ir e d  g o a ls .  T hese p lans c o n s is t  o f  a p a r t ic u la r  
o r g a n iz a tio n  and in te g r a t io n  o f fu n c t io n s  or a c t i v i t i e s .
These fu n c t io n s  or a c t i v i t i e s  must be perform ed, in  th e  
l a s t  a n a ly s i s ,  by in d iv id u a ls .  I f  th e se  in d iv id u a ls  
perform s a t i s f a c t o r i l y  th e a c t i v i t i e s  a ss ig n ed  to  them 
a t  the s p e c i f i e d  tim e, th e  p lans w i l l  be f u l f i l l e d ;  and 
i f  the p la n s  are a c t u a l ly  a p p ro p r ia te  to  th e  g o a ls ,  th e  
o r g a n iz a t io n 's  go a ls  w i l l  be a c h ie v e d . Thus the e f f i ­
cacy o f  any e v a lu a t io n  i s  no g r e a te r  than th a t  o f the  
plans w hich se r v e  as c r i t e r i a  fo r  th e  e v a l u a t i o n .^
T hayer's a n a ly s is  o f  th e  r o le  o f  p la n s  in  perform ance e v a lu a t io n  
can be p ro jec ted  to  a standard  o f  c o n tr o l com m unication which m ight be
^Newman, op . c i t . .  p . 4 0 9 . 
^^Thayer, op . c i t . . p . 162 .
179
s t a t e d  in  t h i s  manner: Performance e v a lu a t io n  should  not be l im it e d  to
check ing  in fo rm a tio n  r e l a t i n g  a c tu a l  performance to  standard perform ance.
A ctu a l performance i s  a f u n c t io n  o f  many th in g s  o th er  than an  
i n d iv i d u a l ' s  exposure to  s ta n d a rd s .  The e x e c u t iv e  who must e v a lu a te  
performance a g a in s t  s ta n d a rd s  should attem pt to  comprehend the t o t a l  
s t im u lu s  w hich helps e x p la i n  performance and stan d ard s  and the r e l a t i o n ­
s h ip s  between the two. F o r  one t h in g ,  the e v a lu a to r  should r e c o g n iz e  
th e  impact o f  the t o t a l  communication process on the v a r ia b le s  to  be  
e v a lu a te d .  He should r e c o g n iz e ,  f o r  example, th a t  communication cou ld  
have broken down as q u a l i t a t i v e  s tand ard s  were imposed v ia  a w r i t t e n  
medium o f  in fo rm a tio n  f l o w .  In the  c a s e  o f  th e  v e g e ta b le  in s p e c t o r ,  
f o r  example, a "green" bean  might have been one t in g e d  w ith  y e l lo w ,  
whereas the in d iv id u a l  w r i t i n g  the s p e c i d i c a t i o n  o f  standards might  
have con ceived  a "green" bean to be one t in ged  w ith  b lu e .
Then, to o ,  the e v a lu a to r  f r e q u e n t ly  must draw in fe r e n c e s  about  
perform ance. In  other w ord s, he i s  n o t  exposed to  a d i r e c t  ob serv a ­
t i o n  o f  e x t e n s io n a l  o b j e c t s .  R ather, he r e a c t s  to  w r i t t e n  r e p o r ts  o f  
performance which are s u b j e c t  to a l l  the  f a c t o r s  c o n d it io n in g  commun­
i c a t i o n  and making fo r  m iscom m unication. These rep o r ts  o f  performance  
shou ld  not be confused w ith  performance i t s e l f  becau se  th ere  might be 
v a s t  d i f f e r e n c e s  in  the symbols used  to  e x p la in  performance and what 
a c t u a l  performance w as. The sim ple tr u th  to  be drawn here i s  that  
fr e q u e n t ly  th e r e  i s  a tw o -s te p  p ro cess  in vo lved  in  p r o je c t in g  from 
e v a lu a t io n  o f  inadequate or improper performance to  the ta k in g  o f  c o r ­
r e c t i v e  a c t io n :  (1) E v a lu a te  symbols o f  performance to  draw in fe r e n c e s ;
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(2 )  Then e v a lu a te  performance on the b a s i s  o f  d i r e c t  o b s e r v a t io n  to  
co n firm  the in f e r e n c e s  b e fo r e  c o r r e c t iv e  a c t io n  i s  tak en .
Newman r e c o g n iz e s  th e  va lu e  o f  th e  second s t e p  c i t e d  above when 
he s t a t e s  th a t  "There i s  no c o m p le te ly  s a t i s f a c t o r y  s u b s t i t u t e ,  e s p e c ­
i a l l y  in  a p p r a is in g  in t a n g i b l e s ,  fo r  d i r e c t  o b s e r v a t io n  and p erso n a l  
c o n t a c t . "75 P r a c t i c a l  c o n s id e r a t io n  must be g iv e n ,  o f  co u rse ,  to  th e  
t im e  fa c to r  o f  th e  e x e c u t iv e  who a ttem p ts  to  carry  on p erso n a l o b se r ­
v a t i o n  n e c e s s a r y  t o  the e v a l u a t i v e  p r o c e s s .  Newman s u g g e s t s  th a t  th e  
e x e c u t i v e  u se  a sam pling b a s i s  to  o b serv e  performance and "supplement  
h i s  own o b s e r v a t io n s  w ith  more com prehensive d a t a . " ^
I t  i s  e s s e n t i a l  in  th e  area  o f  e v a lu a t io n  t h a t  th e  manager r e c o g ­
n i z e  th a t  he i s  fu n c t io n in g  as  both a communicatee and a communicator, 
w hether  h is  e v a l u a t i o n  be based  on o b s e r v a t io n  or in f e r e n c e .  Thus h i s  
r e a c t io n s  as an in fo rm a t io n  sender and r e c e iv e r  a r e  s u b je c t  to  i n f l u ­
e n c e  by the v a r io u s  f a c t o r s  d i s c u s s e d  throughout t h i s  t h e s i s .  For
77e x am p le ,  T haye r  c i t e s  c e r t a i n  p r e d i s p o s i t i o n s  o f  t h e  e x e c u t i v e  to  
a c t  i n  an  e v a l u a t i o n  s i t u a t i o n :
. . . There i s  a lw ays a te m p ta t io n  to  e v a lu a t e  
a p e r s o n 's  performance by ' t h e  k in d  o f  guy h e  i s . '
. . . There i s  a l s o  th e  tem p ta t io n  to  c o n s id e r  
c e r t a in  mannerisms or  graces  in  ' s i z i n g  a man up' 
for  a prom otion .
^%ewman, ojj. c i t . . p .  421 .
76lb  i d .
77gee  d i s c u s s i o n  o f  t h e  com m u n ica tor 's  b i a s  and p r e j u d ic e  on
p a g es  3 7 - 4 0 .
78Thayer, oj3. c i t . . p .  166.
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In th e  approach taken h e r e ,  no g rea t  d i s t i n c t i o n  i s  made betw een  
th e  a c t io n s  in vo lved  in  e v a lu a t in g  performance and c o r r e c t in g  p e r fo r ­
mance, the reason  b e in g  th a t  the n a tu re  o f  c o r r e c t iv e  a c t io n  s t ip u la t e d  
i s  a fu n c t io n  o f  the n a ture  o f  th e  e v a lu a t io n .  O bviou sly ,  fa u l ty  e v a l ­
u a t io n  r e s u l t s  in  the  s t i p u l a t i o n  o f  f a u l t y  c o r r e c t iv e  a c t io n .  Thus th e  
manager should  r e c o g n iz e  th a t  in  c o n tr o l  h i s  r o l e  as an ev a lu a to r  i s  n o t  
d i v i s i b l e  from h i s  r o l e  as a communicator.
IV. MANAGERIAL MOTIVATING AND COMMUNICATION
Many w r it e r s  in  th e  management f i e l d  do n ot i s o l a t e  m o t iv a t in g  as  
a d i s t i n c t  management f u n c t i o n . ^  i t  might be s a id  r e a l i s t i c a l l y  th a t  
m o t iv a t in g  i s  not a d i s t in g u i s h a b l e  fu n c t io n  o f  th e  manager, that m o t i ­
v a t in g  i s  a fa c to r  in h ere n t  in  the more u n iv e r s a l  fu n c t io n s  o f  p la n n in g ,  
o r g a n iz in g ,  and c o n t r o l l i n g . 80 The same might be s a id  fo r  such func­
t i o n s  as s t a f f i n g  ( in h e r e n t  in  o r g a n iz in g ) ,  d i r e c t i n g  ( in h eren t  in  
c o n t r o l l i n g ) ,  and c o o r d in a t in g  ( in h e r e n t  in  o r g a n iz in g  and c o n t r o l l i n g ) .
79 R. C. D a v is ,  fo r  example, c o n c e iv e s  th e  o rgan ic  fu n ct io n s  o f  
th e  manager to  be c r e a t iv e  p lan n in g , o r g a n iz in g ,  and c o n t r o l l in g  ( s e e  
The Fundamentals o f  Ton Management, pages 1 5 4 -1 5 7 ) . .  Koontz and 
O'Donnel i s o l a t e  f i v e  fu n c t io n s  o f  th e  manager: p lan n in g , o r g a n iz in g ,
s t a f f i n g ,  d i r e c t i n g ,  and c o n t r o l l in g  ( s e e  P r i n c ip le s  o f  Management, 
pages 3 4 - 3 6 ) .  Newman speaks o f  f i v e  b a s ic  p r o c e s se s  o f  a d m in is tr a t iv e  
s k i l l :  p la n n in g , o r g a n iz in g ,  assem blin g  r e s o u r c e s ,  d i r e c t i n g ,  and
c o n t r o l l i n g  ( s e e  A d m in is tr a t iv e  A c t io n , p . 9 ) .
8 0 L o g ic a l ly ,  th e  in d iv id u a l  in  a formal o r g a n iz a t io n  who a c c e p ts  
r e s p o n s i b i l i t y  d e s ig n a te d  fo r  him s ta n d s  in  no need o f  m o t iv a t io n .  His  
a cce p ta n ce  o f  r e s p o n s i b i l i t y  c o n s t i t u t e s  what amounts to  a c o n tr a c tu a l  
o b l i g a t i o n  fo r  him to  pursue s p e c i f i e d  g o a ls  to  meet h i s  r e s p o n s i b i l i t y .  
W ith in  t h i s  view  o f  th e  formal o r g a n iz a t io n ,  management i s  under no 
com pulsion  to  perform a m o t iv a t in g  f u n c t io n .
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C e r ta in ly  th e  p r o v is io n  o f  knowledge about o r g a n iz a t io n a l  o b je c -
i
t i v e s  to  components o f  the f irm  can be co n s id ered  a p art  o f  th e  m otiva­
t in g  f u n c t io n .  T h is  p r o v is io n  o f  knowledge, as a n a ly s i s  in  t h i s  study  
r e v e a l s ,  i s  accom plished a t  v a r io u s  tim es during p la n n in g , o rg a n iz in g ,  
and c o n t r o l l i n g .  For example, a major c o n s id e r a t io n  o f  the p la n  i s  a 
sta tem en t  o f  o b j e c t i v e s ;  the o r g a n iz a t io n  manual r e s t a t e s  the o b j e c t iv e s  
as they r e l a t e  to  th e  var ious  fu n c t io n s  o f  the firm; th e  c o n tr o l  pro­
c e s s  in v o lv e s  an i n t e r p r e t a t io n  o f  o b j e c t iv e s  in  terras o f  s p e c i f i c  
fu n c t io n  goa ls  and s ta n d a rd s .  P rev ious a n a ly s i s  in  t h i s  study  a l s o  
shows th a t  e f f e c t i v e  communication p r a c t i c e  d i c t a t e s  the need fo r  a s s o -  
c i a t i o n  o f  the in d iv id u a l  p a r t ic ip a n t  and h i s  i n t e r e s t s  w ith  f irm  
o b j e c t iv e s  throughout the e x e c u t io n  o f  m anageria l p lan n in g , o rg a n iz in g ,  
and c o n t r o l l i n g .
Why, then, i s o l a t e  m o t iv a t in g  as a d i s t i n c t  management fu n c t io n  
fo r  the purpose o f  th e  p resen t  a n a ly s is ?  The answer to  th i s  q u e s t io n  
i s  found in  the f a c t  th a t  communication s e r v e s  a broad, g en era l area  
o f  the management p rocess  th a t  i s  not r e a d i ly  apparent in  a b a s ic  
treatm ent o f  p lan n in g , o rg a n iz in g ,  and c o n t r o l l i n g .  M otiva tin g  
serv es  a s  a d e s c r ip t i v e  word fo r  t h i s  broad area  which e n t a i l s  manage­
m ent's  s t im u la t io n  o f  s i m i l a r i t y  o f  in t e n t  among firm  components a f t e r  
plans have been made, components have been  p laced  in  proper fu n c t io n a l  
r e l a t i o n s h i p s ,  and standards have been e s t a b l i s h e d  to  provide  fo r
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81component conform ity  to  o b j e c t i v e s .  Thus b r i e f  c o n s id e r a t io n  must be
g iv en  to  m o t iv a t in g ,  as such, in  t h i s  work.
The B a s ic  Problem o f  M otivatin g
The b a s ic  problem o f  m o t iv a t in g  stems from th e  r e a c t io n  o f  the  
in d iv id u a l  to  the o r g a n iz a t io n  o f  which he i s  a p a r t .  Throughout th is  
study  th e  f a c t  has been emphasized th a t  the in d iv id u a l  does n o t  au to ­
m a t i c a l ly  id e n t i f y  h i s  i n t e r e s t s  w ith  th o se  o f  th e  firm . In  t h i s  con­
n e c t io n ,  th e  r e a d e r 's  a t t e n t io n  i s  i n v i t e d  p a r t i c u l a r ly  to  t h a t  part  
o f  Chapter I I I  ( e s p e c i a l l y  pages 87-99) which d e a l s  w ith miscommunica- 
t i o n  a t t r ib u t a b le  to  the in d iv i d u a l ' s  f a i l u r e  to  su b ord in a te  h i s  goa ls  
o f  s e l f  to  the g o a ls  o f  the formal o r g a n iz a t io n .  The r o l e  o f  m otiva­
t io n  i s  to  c r e a te  an environment in  w hich  the in d iv id u a l  p a r t i c ip a n t  
w i l l  f e e l  com pelled to  forego  immediate s a t i s f a c t i o n  o f  h i s  own 
d e s ir e s  in  p r e fe r e n c e  to  s a t i s f y i n g  th e  goa ls  o f  th e  f irm . And m oti­
v a t io n  s e r v e s  i t s  r o l e  e f f e c t i v e l y  to  the  e x te n t  th a t  the in d iv id u a l  
i d e n t i f i e s  u l t im a te  s a t i s f a c t i o n  o f  h i s  d e s ir e s  w ith  the o r g a n iz a ­
t i o n ' s  achievem ent o f  i t s  o b j e c t i v e s .  As d e f in ed  by S trau ss  and 
S a y le s ,  "The b a s ic  problem o f  m o t iv a t io n  i s  how to  c re a te  a s i t u a t i o n  
in  which employees can s a t i s f y  t h e ir  in d iv id u a l  needs w h i le  a t  the  
same tim e working towards th e  goa ls  o f  the o r g a n i z a t i o n . ' 1® ^  Commun­
i c a t i o n ' s  r o l e  in  m o t iv a t io n ,  then, i s  to  provide fo r  in fo rm a tio n
®^See summary o f  com m unication's r e l a t io n s h i p s  to  p la n n in g ,  
o r g a n iz in g ,  and c o n t r o l l i n g  on pages 7 8 -7 9 .
®2gtrauss and S a y le s ,  op> c i t . . p . 105.
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f low  which w i l l  s t im u la te  the in d iv id u a l  to  r e c o g n iz e  th e  r e l a t i o n s h i p s  
between h is  d e s i r e s  and the c o n t r ib u t io n  he makes to th e  ach ievem ent o f  
th e  f ir m 's  o b j e c t i v e s .
Communication Standards fo r  M o t iv a t in g
Communication stand ard s  proposed e a r l i e r  in  t h i s  ch ap ter , fo r  th e  
o r g a n iz a t io n  manual (pages  156-167) are  b a s ic  t o  the  e s ta b l is h m e n t  o f  
a background fo r  m o t iv a t io n  by means o f  communication. The o rg a n iz a ­
t i o n  manual should  s e r v e  a s  an a u t h o r i t a t i v e  so u rce  o f  in fo rm a t io n  
about firm  o b j e c t iv e s  and how each o b serv a b le  fu n c t io n  in  th e  firm  can  
be i d e n t i f i e d  w ith  th o se  o b j e c t i v e s T h e  o r g a n iz a t io n  manual, then,  
should  s e r v e  a s  a n u c leu s  around w hich a communication program d es ig n ed  
fo r  m o t iv a t io n  can r e v o l v e .
In -the i n t e r e s t s  o f  m o t iv a t io n  the communication program*^ 0f  a 
g iv e n  f irm  should  be b u i l t  on r e c o g n i t io n  o f  th e  fa c t  th a t  in d iv id u a l s  
in  the f irm  do not m utely  a c c e p t  the  formal o r g a n iz a t io n .  Thus from 
the  s ta n d p o in t  o f  m o t iv a t io n ,  the broad o b j e c t iv e  o f  the communication  
program sh ou ld  be to  fu s e  th e  in d iv id u a l  p e r s o n a l i t y  in t o  th e  f irm .
M o t iv a t io n  p r o v id e s  th e  key  by w hich  an  i n d i v i d u a l  p e r s o n a l i t y  
i n t e g r a t e s  h i s  i n t e r e s t s  w i th  th o s e  o f  th e  f i r m .  Thus th e  m o t i v a t i o n  
f a c t o r  s h o u ld  be c o n s id e r e d  a n  i n t e g r a l  p a r t  o f  th e  f i r m 's
O ' )
The f i r m ' s  fo rm a l  com m unica tion  program  would r a n g e  from th e
house  o rg a n  to  d a y - to - d a y  o r a l  com m unica tion  o f  an  i n s t r u c t i o n a l
n a t u r e .  W i th in  th e  p rog ram  would be  in c lu d e d  su ch  m edia a s  th e  com­
p an y -w id e  a n n u a l  em ployee m e e t in g ,  b u l l e t i n  b o a rd  n o t i c e s ,  s p e c i a l  
memoranda and  l e t t e r s  t o  i n d i v i d u a l  em p loyees ,  fo rm al and  in fo rm a l  
i n t e r v i e w s ,  and  any o t h e r  com m unica tion  c o n t a c t  th e  fo rm al o r g a n i z a ­
t i o n  makes w i t h  th e  p a r t i c i p a n t s  i n  t h e  f i r m .
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communication program. I t  f o l l o w s  th a t  th e r e  i s  a need fo r  m o t iv a t io n  
c o n s c io u s n e s s  on the  p art o f  th e  manager as he com m unicates. T h is  m o t i­
v a t io n  c o n s c io u s n e s s  should  s t im u la t e  th e  manager to  r e c o g n iz e  th a t  th e  
m essage c o n te x t  he communicates has a m o t iv a t in g  a s p e c t  which i s  c o r o l ­
la r y  t o  the b a s i c  need o f  th e  m essage to  inform , to  i n s t r u c t ,  or  to  
i n f l u e n c e  or persuade.®^
M o t iv a t io n  c o n s id e r e d ,  th en , ev ery  s i g n i f i c a n t  m essage encoded  
and tr a n sm it te d  by the manager sh ou ld  conform to  such b a s ic  standards  
as th e s e :
1 . The m essage shou ld  s t a t e  or imply an i d e n t i f i c a t i o n  o f  
r e c e i v e r  i n t e r e s t s . U l t im a t e l y ,  ev er y  p u rp osive  m essage o f  s i g n i f i c a n c e  
o r i g i n a t i n g  w ith  the  manager i s  d e s ig n e d  to  s t im u la t e  b eh a v io r  resp on se  
on th e  part o f  i t s  r e c e i v e r .  B ehavior  resp o n se  i s  more l i k e l y  to  be 
s t im u la te d  i f  th e  m essage r e l a t e s  th e  re sp o n se  to  a f f e c t e d  r e c e iv e r  
i n t e r e s t s .  T h is  r e l a t i o n s h i p ,  o f  c o u r se ,  i s  b a s i c  to  m otiva tion .® ^
2. The m essage should  c l e a r l y  s p e c i f y  th e  re sp o n se  a n t i c i p a t e d .
A c l e a r  s p e c i f i c a t i o n  o f  the  r e sp o n se  a n t i c i p a t e d  by th e  communicator 
m in im izes  th e  p o s s i b i l i t y  o f  in f e r e n c e  err o r  on the  p art  o f  the  m essage  
r e c e i v e r .  At th e  same tim e th e  m o t iv a t io n  fu n c t io n  o f  the  m essage i s  
se r v e d  by th e  f a c t  th a t  a s ta tem en t  o f  a c t i o n  to  be tak en  s t im u la te s
®^Thayer c o n c e iv e s  o" ' he b a s ic  fu n c t io n s  o f  a d m in i s t r a t iv e  
communication as b e in g  in fo n r  i t i v e ,  e v a l u a t i v e ,  i n s t r u c t i v e ,  and 
in f l u e n c i v e  and p e r s u a s iv e .  Thayer, o £ .  c i t . .  pp. 1 3 5 -1 9 7 .
®^See d i s c u s s i o n  o f  jgocen tr ism  on page 7 4 .  S ee  a l s o  d i s c u s ­
s i o n  o f  c o r o l l a r y  need fo r  communication to  promote i d e n t i t y  o f  p r i ­
mary s e r v i c e  o b j e c t i v e s  w ith  c o l l a t e r a l  p e r so n a l  o b j e c t i v e s ,  pages 7 2 -7 6 .
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r e a c t io n  on the part o f  the r e c e i v e r .  From the s ta n d p o in t  o f  e f f e c t i v e  
o r g a n iz a t io n ,  the sta tem en t o f  a c t io n  to  b e  taken should  be p la ced  a t  a 
p o in t  o f  primary emphasis in  th e  message, p r e fe r a b ly  a t  the b eg in n in g  
or ending o f  the message.®®
3 .  The message should p ro v id e  fo r  feed b a ck . The b e s t  measure-  
ment o f  the e f f e c t  o f  th e  m anager's m o t iv a t io n  . e f f o r t s  i s  ob serv a ­
t i o n  o f  the d egree  and type o f  resp on se  h i s  messages s e c u r e .  Thus the  
message d es ig n ed  to  s t im u la te  resp o n se  shou ld  p rov id e  fo r  feedback in  
order th a t  the e f f e c t s  o f  m o t iv a t io n  may be determined.®^
4 .  The message sh ould , i f  p o s s i b l e ,  be p e r s o n a l iz e d . A message  
addressed  to  th e  r e c e iv e r  by name a id s  him in  a s s o c i a t i n g  p erso n a l w ith  
o r g a n iz a t io n a l  o b j e c t i v e s ,  thus c o n tr ib u te s  to  h i s  m otivation .® ®
5. The message should b e  t im e ly . T im ely in form ation  has a m oti­
v a t in g  e f f e c t  in  th a t  r e c e iv e r s  a s s o c i a t e  cu rrent in fo rm a tio n  w ith  the  
need fo r  current  r e s p o n s e .  The t im e ly  p r e s e n t a t io n  o f  in form ation  
through formal chann els  a l s o  m inim izes th e  p o s s i b i l i t y  o f  the
Q / *
ODSee d i s c u s s i o n  o f  standard  for m essage o r g a n iz a t io n  on pages 
121-123 .
®?Recognition i s  g iven  h e r e  to  th e  b a s ic  f a c t o r  o f  communication  
th a t  management l i t e r a t u r e  g e n e r a l ly  r e c o g n iz e s .  See d i s c u s s i o n  o f  
communication as a two-way p r o c e s s  on pages 25 -26 .
®®As p oin ted  out on page 74 o f  the s tu d y , the  problem o f  harm­
o n iz in g  p erso n a l w ith  o r g a n iz a t io n a l  o b j e c t iv e s  i s  compounded by the  
f a c t  th a t  th e  formal o r g a n iz a t io n  fr e q u e n t ly  makes i t s  impact on sup­
p o r t in g  p e r s o n a l i t i e s  by means o f  g e n e r a l i t i e s .  See a l s o  d i s c u s s i o n  
on page 161 r e l a t i n g  to  the need  fo r  th e  o r g a n iz a t io n  to  be "person ­
a l i z e d "  by means o f  the o r g a n iz a t io n  manual.
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in fo r m a t io n 's  b e in g  tr a n s m it te d  through th e  o r g a n iz a t io n a l  g r a p e v in e .
6 . The message sh o u ld  o r i g in a t e  w ith  a p p r o p r ia te  s o u r c e . Source 
c o n s id e r a t io n  i s  a f a c t o r  which c o n d i t io n s  the r e c e i v e r ' s  in f e r e n c e
Qf|
phase o f  com m unication. As e a r l i e r  a n a l y s i s  in  t h i s  s tud y  r e v e a l s ,  
th e  r e c e i v e r ' s  s p e c i f i c  re sp o n se  t ■> a g iv e n  message can be in f lu e n c e d  
s i g n i f i c a n t l y  by the s t a t u s  o f  the o r i g i n a t o r  w ith  r e s p e c t  to  th e  
r e c e i v e r .  R e c e iv e r s  a r e  undoubtedly  m o tiv a ted  more s tr o n g ly  by m essages  
o r i g i n a t i n g  w ith  the c h i e f  e x e c u t iv e  th a n  they a r e  by messages o r i g i n -
i
a t i n g  w ith  l i n e  s u p e r v i s o r s .  Where a h ig h  l e v e l  o f  m o t iv a t io n  ( f o r  
exam ple, m o t iv a t io n  to  improve the company's s a f e t y  record) i s  d e s ir e d ,  
t h e r e f o r e ,  th e  message sh o u ld  o r i g in a t e  ■ u h i g h - l e v e l  so u rce  o f  
a u t h o r i t y  . ^
These s i x  s tan d ard s  o f  m anageria l communication for m o t iv a t in g  
are  provided  in  a d d i t io n  to  various o t h e r  a p p l ic a b le  standards c i t e d  
e lse w h e r e  in  th e  s tu d y .  As p r e v io u s ly  n o te d ,  m o t iv a t in g  i s  a fu n c t io n  
which i s  a p a r t  o f  th e  sum and su b sta n ce  o f  p la n n in g ,  o r g a n iz in g ,  and 
c o n t r o l l i n g .  I t  might b e  s a id ,  t h e r e f o r e ,  that a l l  s tandards f o r  man­
a g e r i a l  communication sh o u ld  a n t i c i p a t e  th e  need f o r  m o t iv a t io n  o f  
f irm  p a r t i c i p a n t s .
89gee d i s c u s s i o n  on pages 94-96 about the c o n t in u in g  need  o f  
o r g a n iz a t io n a l  p a r t i c i p a n t s  fo r  in fo r m a t io n .  See a l s o  d i s c u s s i o n  o f  
o r g a n iz a t io n a l  grap ev in e  on pages 9 5 - 9 9 .
9^See d i s c u s s i o n  on page 60.
91-An e x c e p t io n  h e r e  might be a c a s e  in  w hich a h ig h -ra n k in g  in d i ­
v id u a l  were s o  fa r  removed from the s c e n e  o f  perform ance th a t  he r e c e iv e d  
no p a r t ic u l a r  c o n s id e r a t i o n  by firm  p a r t i c i p a n t s .
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T h is  c h a p te r 's  a n a l y s i s  o f  the communication p ro cess  a s  i t  r e l a t e s  
to  the t o t a l  management p r o c e s s  r e s u l t s  in  a c o n c lu s io n  th a t  in fo rm a t io n  
f lo w  i s  a v i t a l  f a c t o r  w ith  w hich  th e  manager must cope as he p la n s ,  
o r g a n iz e s ,  and c o n t r o l s .  At th e  same tim e communication i s  th e  b a s ic  
t o o l  used by th e  manager h im s e l f  in  c a r r y in g  on h i s  work. Thus in  a 
s tr a n g e  s e n se  communication i s  a two-headed monster t o  th e  manager, 
both  heads o f  which demand c a r e  and a t t e n t i o n  s in c e  th e y  a re  e s s e n t i a l  
to  th e  s u r v i v a l  o f  th e  f irm .
I t  i s  subm itted  th a t  th e  manager's c h a l le n g e  in  communication i s  
th r e e fo ld :  (1 )  To e x e r t  n e c e s s a r y  e f f o r t  to  understand  th e  impact o f
in fo r m a t io n  f lo w  in  th e  t o t a l  o r g a n iz a t io n ;  (2) To r e c o g n iz e  th a t  
u l t i m a t e l y  he i s  r e s p o n s i b l e  f o r  the  q u a l i t y  o f  th e  in fo r m a t io n  which  
b r in g s  r e l a t i v e  b a la n c e  and s t a b i l i t y  to  h i s  firm ; and (3 )  To s t r i v e  
to  become a b e t t e r  communicator h i m s e l f .  The manager who f a c e s  up to  
and overcomes t h i s  c h a l l e n g e  d oes  not n e c e s s a r i l y  a c h ie v e  a com plete  
s o l u t i o n  to  communication problems in  h i s  f ir m .  But he does e x t r a c t  
maximum s e r v i c e  and e f f i c i e n c y  from h is  somewhat im p r e c is e  and in ­
e x a c t  communication t o o l .
The summary and c o n c lu s io n s  p r e se n te d  in  Chapter V, to  which  
a t t e n t i o n  i s  now tu rn ed , are  d es ig n ed  to  focu s  keen  a t t e n t i o n  on t h i s  
c h a l l e n g e .
CHAPTER V
THE ESSENTIAL ELEMENTS OF BUSINESS COMMUNICATION
In  t h i s  c h a p ter  th e  most p e r t in e n t  f in d in g s  o f  th e  3tudy a r e  con­
c i s e l y  p r e se n te d  to  e s t a b l i s h  a co n cep t  o f  com m unication as  i t  i s  c a r r ie d  
on in  th e  firm,. F i r s t  i s  p r e s e n te d  a b r i e f  r e -e x a m in a t io n  o f  th e  b a s ic  
p rob lem . A rev iew  o f  th e  s t r u c t u r e  o f  th e  com m unication p r o c e s s  f o l l o w s .  
T h is  r e v ie w  i s  d e s ig n e d  to  em phasize  th e  f a c t  than an in s t a n c e  o f  commun­
i c a t i o n  p a s s e s  through p h a se s ,  e a c h  o f  which i s  s u b j e c t  to  a n a l y s i s  when 
m iscom m unication  o c c u r s .  The m a n a g er ia l  p r o c e s s  o f  p la n n in g ,  o r g a n iz in g ,  
c o n t r o l l i n g ,  and m o t iv a t in g  and i t s  r e l a t i o n s h i p  to  com m unication i s  
n e x t  c o n s id e r e d  in  b r i e f .  The c l o s i n g  p a r t  o f  th e  c h a p te r  c o n c e n tr a te s  
on a means f o r  p r o v id in g  f o r  com m unication improvement in  th e  b u s in e s s  
o r g a n i z a t i o n .
The Problem Re-examined
A t th e  tim e o f  th e  p r e s e n t  s tu d y  th e  most b a s i c  problem o f  man­
a g e r i a l  com m unication i s  one o f  g a in in g  an u n d e rs ta n d in g  o f  th e  n a tu r e  
o f  th e  p r o c e s s  and i t s  impact on th e  b u s in e s s  o r g a n iz a t i o n .  Up to  the  
p r e s e n t  t im e  th e  l i t e r a t u r e  o f  b o th  th e  management and b u s in e s s  commun­
i c a t i o n  f i e l d s  has b een  o r ie n te d  p r im a r i ly  t o  th e  "how11 o f  com m unication— 
t e c h n iq u e s  f o r  c l e a r  w r i t i n g  and sp e a k in g ,  fo r  exam ple. In  th e  i n t e r e s t s  
o f  m axim iz ing  firm  e f f i e n c y ,  to d a y  th e r e  i s  a need f o r  g r e a te r  m an ager ia l  
i n s i g h t  i n t o  th e  "why" o f  com m unication as w e l l  as a need  fo r  a b e t t e r  
u n d e rs ta n d in g  o f  th e  s p e c i f i c  r o l e  o f  in fo r m a t io n  f lo w  i n  the  f ir m .
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An a ttem p t  to  s a t i s f y  t h e s e  needs i s  made in  t h i s  s tu d y  through  
a c o n s id e r a t i o n  o f  th e  n a tu re  o f  com m unication as i t  has been e x p la in e d  
in  the l i t e r a t u r e  o f  th e  b e h a v io r i a l  s c i e n c e s  and s e m a n t ic s .  U s in g  t h i s  
l i t e r a t u r e  a s  a p o in t  o f  d e p a r tu r e ,  an a ttem p t i s  made h ere  to  p r o v id e  
a fundam ental u n d e rs ta n d in g  o f  com m unication as i t  r e l a t e s  to  the  
b e h a v io r  o f  th e  p a r t i c i p a n t s  in  a b u s in e s s  o r g a n iz a t i o n .
The S tr u c tu r e  o f  the Communication P ro c ess
As e s t a b l i s h e d  i n  t h i s  s t u d y ,  com m unication i s  a p r o c e s s  w hich  
moves through the p h ases  o f  i n t r o s p e c t i o n ,  e n co d in g ,  t r a n s m is s io n ,  and 
in f e r e n c e .  Each o f  t h e s e  phases  i s  c o n d it io n e d  by c e r t a i n  human and  
lan gu age  f a c t o r s ,  any one o f  w hich  can a cco u n t  fo r  th e  emergence o f  a 
p a t t e r n  o f  m isc o m m u n ic a t io n -- th a t  i s ,  com m unication w hich  r e s u l t s  in  
b eh a v io r  r e s p o n s e  on th e  p a r t  o f  an in fo r m a t io n  r e c e i v e r  th a t  does  n o t  
conform to  th e  r e s p o n se  a n t i c i p a t e d  or d e s i r e d  by th e  s e n d e r .  S in c e  
th e  o b j e c t i v e  o f  a s p e c i f i c  i n s t a n c e  o f  s i g n i f i c a n t  com m unication i n  
th e  f irm  i s  t o  s t im u la t e  human r e s p o n s e ,  th e  d e f i n i t i o n  proposed in  
t h i s  s tu d y  h o ld s  com m unication t o  be the p r o c e s s  w hich l i n k s  two or 
more i n t e l l e c t u a l  e n t i t i e s  and p r o v id e s  fo r  th e  t r a n s m is s io n  o f  
e x p r e s s io n  b etw een  them.
R e c o g n i t i o n  o f  co m m u n ic a t io n  a s  a  p r o c e s s  w h ich  l i n k s  two o r  
more i n t e l l e c t u a l  e n t i t i e s  r a t h e r  t h a n  a u n i l a t e r a l  a c t  o f  s i g n a l  
e m is s io n  s h o u ld  make p o s s i b l e  t h e  m a n a g e r 's  d e a l i n g  w i t h  p rob lem s o f  
i n f o r m a t i o n  f lo w  i n  t h e  f i r m  on a  more o r d e r l y ,  a n a l y t i c a l  b a s i s .  
S p e c i f i c a l l y ,  a g iv e n  i n s t a n c e  o f  m isc o m m u n ic a t io n  c a n  be  a n a ly z e d  
from s t a n d p o i n t s  o t h e r  th a n  p o o r  w r i t i n g  and  s p e a k in g  s i n c e  th e s e
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media o f  en cod in g  c o n s t i t u t e  on ly  a p art  o f  th e  t o t a l  p r o c e s s .  A b a s ic  
f a m i l i a r i t y  w i th  the  i n t r o s p e c t i v e  phase sh o u ld ,  fo r  example, s t im u la t e  
th e  manager to  look  fo r  such fundamental ca u ses  o f  m iscom m unication as  
p e r c e p t iv e  and d e d u c t iv e  err o rs  on th e  p art  o f  in fo rm a t io n  s e n d e r s .  And 
a d eep er  u n d erstan d in g  o f  the encod ing  phase o f  the p ro cess  should  make 
p o s s i b l e  the manager’ s u n d erstan d in g  o f  why lan gu age i s  s t i l l  a r e l a ­
t i v e l y  im p r e c is e  t o o l  o f  e x p r e s s io n ,  even when s k i l l f u l  w r i t in g  and 
sp ea k in g  tec h n iq u e s  a re  employed. S i m i l a r ly ,  an u n d erstan d in g  o f  the  
n o i s e  f a c t o r  a s  i t  a f f e c t s  the t r a n s m is s io n  phase should  a id  th e  manager 
in  i s o l a t i n g  o th e r  b a s i c  cau ses  o f  m iscom m unication r e s u l t i n g  from th e  
in a d e q u a c ie s  o f  t r a n s m is s io n  m edia . F i n a l l y ,  th e  m anager's contem pla­
t i o n  o f  th e  in f e r e n c e  phase o f  th e  p ro cess  sh ou ld  r e s u l t  in  h i s  r e c o g ­
n i t i o n  th a t  th e  r e c e iv e r  o f  in fo rm a t io n  r e a c t s  to  more than words as he  
resp ond s to  a g iv e n  m essage .
Because th e  in d iv id u a l  manager i s  a communication c e n te r  in  th e  
f ir m ,  he must d e a l  w ith  both  in fo rm a t io n  in p u ts  and o u tp u ts .  As a 
primary so u rce  o f  in fo r m a t io n ,  he sh ou ld  r e c o g n iz e  th a t  he i s  u l t i m a t e l y  
r e s p o n s i b l e  fo r  c l e a r  and e f f e c t i v e  communication in  h i s  o r g a n iz a t io n .  
Thus th e  manager’ s communicative r e s p o n s i b i l i t y  i s  one o f  c a r e f u l l y  
e v a l u a t i n g  in fo rm a t io n  in p u ts  fo r  r e l i a b i l i t y ;  t h i s  same r e s p o n s i b i l i t y  
e x te n d s  to  h i s  o b l i g a t i o n  to  e v a lu a t e  in fo r m a t io n  ou tp uts  b ecau se  o f  
th e  e s s e n t i a l  r e l a t i o n s h i p s  between th e  two. I t  i s  o f  c a r d in a l  impor­
ta n c e ,  t h e r e f o r e ,  th a t  th e  manager r e c o g n iz e  h i s  r o l e  as an in fo rm a tio n  
sen d er  in  th e  i n t r o s p e c t i v e ,  en co d in g , and tr a n s m is s io n  p h a se s ,  and h i s  
r o l e  as an in fo rm a tio n  r e c e i v e r  in  th e  in f e r e n c e  p h ase .
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The Management P r o c e ss  a s  i t  R e la t e s  to  Communication
As a n a ly ze d  in  t h i s  s tu d y ,  com m unication i s  an i n t e l l e c t u a l  
p r o c e s s  c a r r ie d  on by th e  p a r t i c i p a n t s  in  a b u s in e s s  o r g a n iz a t io n  f o r  
p u rp oses  o f  b r in g in g  ord er  out o f  th e  chaos which would p r e v a i l  i n  th e  
a b sen ce  o f  p u r p o s iv e  in fo r m a t io n  f lo w .  Thus th e  prim ary r o l e  o f  com­
m u n ic a t io n  i s  h e ld  to  be one o f  s e t t i n g  o b j e c t i v e s  and s t im u la t in g  p a r ­
t i c i p a n t  c o n fo rm ity  to  th e  o b j e c t i v e s .  The u l t im a t e  p la te a u  o f  ord er  
in  th e  f irm  i s  c o n c e iv e d  to  be th e  p e r f e c t  o r g a n iz a t i o n a l  b a la n ce  and 
s t a b i l i t y  \*hich co u ld  r e s u l t  from p e r f e c t  com m unication . However, r e ­
c o g n i t i o n  i s  g iv e n  to  th e  f a c t  th a t  t h i s  optimum s t a t e  r e p r e s e n t s  an  
u n a t t a i n a b l e  benchmark b eca u se  human and lan gu age  f a c t o r s  render  com­
m u n ic a t io n  l e s s  than p e r f e c t .  Management's g o a l ,  n o n e t h e le s s ,  sh o u ld  
be one o f  b r in g in g  r e l a t i v e  b a la n c e  and s t a b i l i t y  to  th e  f irm  through  
e f f e c t i v e  u se  o f  the com m unication t o o l  in  p la n n in g ,  o r g a n iz in g ,  con ­
t r o l l i n g ,  and m o t iv a t in g .
A flow  o f  t im e ly  and r e l i a b l e  in fo r m a t io n  i s  a b a s i c  need o f  
th e  p la n n in g  f u n c t i o n .  Communication p r o v id e s  th e  means by which  
management a s se m b les  n e c e s s a r y  in fo r m a t io n  to  a s c e r t a i n  th e  o b j e c t i v e s  
o f  th e  f ir m .  Then through th e  medium o f  th e  p la n  communication p ro ­
v id e s  th e  means fo r  making o b j e c t i v e s  known t o  the components o f  the  
f ir m .  Standards f o r  com m unication in  p la n n in g  proposed in  th e  s tu d y  
a r e  d e s ig n e d  to  m in im ize  problems a t t r i b u t a b l e  to  such th in g s  as th e  
need f o r  p ro p o s in g  and a u t h o r iz in g  th e  p la n ,  th e  need fo r  c r o s s  com­
m u n ic a t io n  as  d a ta  i s  h e in g  g a th e r e d ,  and th e  need f o r  e f f e c t i v e l y  
o r g a n iz in g  and w r i t i n g  a r e p o r t  o f  th e  p la n  i t s e l f .
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The m anageria l fu n c t io n  o f  o r g a n iz in g  i s  s erv ed  by communication  
in  th a t  in fo rm a t io n  f low  makes p o s s i b l e  the  p lacem ent o f  o r g a n iz a t io n a l  
components in t o  proper f u n c t io n a l  r e l a t i o n s h i p s .  The in terd ep en d en ce  
o f  f irm  components i s  s p e c i f i e d  in  the o r g a n iz a t io n  manual, standards  
for  w hich  are proposed in  t h i s  s tu d y .  The o r g a n iz a t io n  manual i s  con­
s id e r e d  in  th e  s tu d y  as one o f  the f i r m 's  most v i t a l  r e c o r d s .  From the  
s ta n d p o in t  o f  communication, th e  manual serv es  a s  a symbol oj: the f ir m .  
Thus i t  should  be a c a r e f u l l y  o rg a n ized  and w r i t t e n  record w hich  
r e f l e c t s  in  a d d i t io n  to  a u t h o r i t y - r e s p o n s i b i l i t y  r e l a t i o n s h i p s  the  
f ir m 's  h i s t o r y ,  i t s  h ie r a r c h y  o f  o b j e c t i v e s ,  and th e  s p e c i f i c  r e l a t i o n ­
s h ip s  th a t  e x i s t  among i t s  com ponents. In  order to  remain an a ccu ra te  
and u p - t o - d a t e  symbol, th e  manual must be m od if ied  to  r e f l e c t  changes 
in  the  o r g a n iz a t io n a l  s t r u c t u r e  a s  such changes o ccu r .  P r o p e r ly  pre­
pared and m ain ta in ed , the  o r g a n iz a t io n  manual can a id  management in  
cop in g  w ith  problems o f  communication th a t  o r i g i n a t e  in  th e  c o n f l i c t  
w ith  th e  formal o r g a n iz a t io n  th a t  e x i s t s  in  the minds o f  in d iv id u a l  
p e r s o n a l i t i e s .
In  c o n t r o l l i n g ,  in fo rm a t io n  f lo w  p rov id es  th e  means by which  
stand ard s  are  s e t  to  promote accom plishm ent o f  th e  f irm 's  o b j e c t i v e s .
As a n a ly zed  in  t h i s  s tu d y ,  c o n t r o l  i s  c h a r a c te r iz e d  by a two-way flow  
o f  in fo r m a t io n  when standards a r e  s e t  and a c tu a l  performance i s  
checked a g a in s t  th e  s ta n d a r d s .  The d i r e c t i o n  and e x te n t  o f  t h i s  in ­
form ation  flow  i s  in f lu e n c e d  by the d eg ree  o f  d e c e n t r a l i z a t i o n  to  
which c o n t r o l  a u t h o r i t y  e x te n d s ,  a fu n c t io n  o f  th e  le a d e r s h ip  
p h ilo so p h y  p r e v a i l in g  in  the  f ir m .  In the firm c h a r a c te r iz e d  by
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a u t o c r a t i c  l e a d e r s h ip  g r e a t  q u a n t i t i e s  o f  d e t a i l e d  c o n tr o l  in fo r m a t io n  
i s  to  be e x p e c te d .  In  th e  firm  c h a r a c te r iz e d  by le a d e r s h ip  which r e l i e s  
h e a v i l y  on the  e x c e p t io n  p r i n c i p l e ,  a l i g h t  f lo w  o f  c o n tr o l  in fo rm a t io n  
shou ld  o c c u r .  The study  r e v e a l s  a b s t r a c t io n  to  be a b a s i c  problem o f  
in fo rm a t io n  c o n t r o l ,  e s p e c i a l l y  when q u a l i t a t i v e  s tand ard s  are  b e in g  
s e t .  Thus management shou ld  check s ta te m e n ts  o f  s tandards  fo r  l e v e l s  
o f  a b s t r a c t io n  and attem p t to  provide  c o n c r e te  t e s t s  and measurements  
to  reduce a b s t r a c t io n  l e v e l s .
P r o v id in g  fo r  Communication Improvement in  th e  Firm
The b r o a d e s t  c o n c lu s io n  drawn from t h i s  s tudy  i s  th a t  communi­
c a t io n  i s  one o f  the most v i t a l  f a c t o r s  which must be d e a l t  w ith  in  
th e  b u s in e s s  organ ization .--  Indeed, i t  can be s a id  th a t  a  f irm  owes 
i t s  o r i g i n  to  communication and s u r v iv e s  to th e  e x te n t  t h a t  in form a­
t i o n  flow  I n te g r a t e s  i t s  p a r t i c i p a n t s  in t o  an o rd e r ly  sy ste m  ded­
i c a te d  to  p u rsu ing  firm  o b j e c t i v e s .  So im portant i s  communication to  
th e  firm  th a t  a t t e n t i o n  m ight w e l l  be g iv e n  to  a p lan  by which the  
e f f i c i e n c y  o f  in fo rm a tio n  f lo w  can be improved. The p la n  proposed  
h ere  s u g g e s t s  th e  a d d i t io n  o f  a s p e c i a l i z e d  s t a f f  u n it  to  the formal 
o r g a n iz a t io n  s t r u c t u r e .  T h is  u n i t  m ight be added to an a lr e a d y  
e x i s t i n g  s e r v i c e  department in  a g iv e n  company. The purpose o f  t h i s  
s t a f f  u n i t  would be to  d e a l  w ith  communication problems a s  they a r i s e  
and to  p rov id e  fo r  a c o n t in u in g  program o f  communication improvement.
The procedure to  be f o l lo w e d . As an in d iv i d u a l ,  th e  commun­
i c a t i o n  s t a f f  s p e c i a l i s t  v i s u a l i z e d  h e r e  would serv e  two broad fu n c ­
t i o n s .  F i r s t ,  he would be a v a i l a b l e  in  the f irm  as a c o n s u lta n t  on
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communication problems, and, second , be would provide  a co n t in u in g  
program o f  communication improvement.
In c a rr y in g  out h i s  f i r s t  fu n c t io n ,  the s t a f f  s p e c i a l i s t  would be 
a v a i la b le  fo r  c o n s u l t a t io n  in  a n a ly z in g  cau ses  o f  any miscommunication  
which might a r i s e  in  th e  firm and s u g g e s t in g  methods fo r  e l im in a t in g  the  
c a u s e s .  For example, in  the area o f  m anagerial c o n t r o l ,  the  s p e c i a l i s t  
might be c a l l e d  upon to  a s s i s t  in  determ ining  why p rod u ction  standards  
are not b e in g  m et. In the area o f  m o t iv a t in g ,  he might be c a l l e d  upon  
to  h e lp  determ ine why a la r g e  number o f  g r iev a n ces  i s  b e in g  su b m itted .
In the area  o f  p lan n in g , he might a s s i s t  in  s e t t i n g  up a communication  
system  for  g a th er in g  n ecessa ry  d a ta .
The s p e c i a l i s t ' s  second broad f u n c t io n - “ th a t  o f  p ro v id in g  a con­
t in u in g  program o f  communication improvement--would e n t a i l  a p lan  fo r  
reg u la r  a u d it  o f  media such as l e t t e r s  and r e p o r ts  to determ ine t h e i r  
communicative e f f e c t i v e n e s s .  On the b a s i s  o f  t h i s  a u d i t ,  s u g g e s t io n s  
fo r  improvement could  be made. The a u d it  would a l s o  ex tend  to  such  
b a s ic  media as the o r g a n iz a t io n  manual and the p o l ic y  manual as w e l l '  
as such standard p u b l ic a t io n s  as procedure manuals, the house organ, 
and b u l l e t i n  board n o t i c e s .  In a d d i t io n  to  the reg u la r  a u d i t ,  the  com­
m u n ication  improvement program should  a l s o  provide for  t r a in in g  co u rses  
fo r  firm  employees and e x e c u t iv e s  in  the communication process  and in  
w r i t in g  and speak ing tech n iq u e s .
Q u a l i f i c a t i o n s  and a u th o r i ty  o f  the communication s t a f f  
s p e c i a l i s t . The q u a l i f i c a t i o n s  o f  the  communication s t a f f  s p e c i a l i s t  
should in c lu d e  e d u ca t io n  in  the b e h a v io r ia l  s c ie n c e s  as w e l l  as
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advanced s tu d y  o f  E n g l i s h ,  s e m a n t ic s ,  and communication. S in c e  the  
s p e c i a l i s t  would do h i s  work in  a b u s in e s s  environm ent, i t  would be 
d e s ir a b le  a l s o  fo r  him to  have had b a s i c  t r a in i n g  in  th e  f u n c t io n a l  
area s  o f  management and m ark etin g . And, f i n a l l y ,  he should  be educated  
in  econom ics i f  he i s  t o  have a p h i lo s o p h ic a l  a s  w e l l  as b a s i c  under­
s ta n d in g  o f  how the f irm  r e a c t s  a s  an econom ic, d e c is io n -m a k in g  e n t i t y .
The communication s p e c i a l i s t  e n v is io n e d  h ere  should have broad 
s t a f f  a u t h o r i t y  to  recommend and a d v is e  r a th e r  than l i n e  or f u n c t io n a l  
a u t h o r i t y .  Communication i s  so b a s i c  to  the e x i s t e n c e  o f  the firm  th a t  
a s p e c i a l i s t  v e s t e d  w ith  a b s o lu te  a u t h o r i t y  to  e x e r t  h i s  in f lu e n c e  in  
th e  f ir m 's  f lo w  o f  in fo rm a t io n  would have power o f  dangerous propor­
t io n s  .
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